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ABSTRACT 
During the last two decades, organisations in developed countries have tried different 
management approaches to improve their business performance, although these 
approaches have not always been successful. Mostly, these approaches such as Total 
Quality Management (TQM), Business Process Reengineering (BPR), and Strategic 
Planning (SP), have been implemented as separate initiatives and in isolation of a 
holistic framework to manage change in the organisation. Also, in many cases, such 
approaches focus on technical aspects neglecting the people dimension. In addition to 
the lack of attention to potential problems that exist due to national cultural 
differences. 
In order to diagnose the viability of such approaches and remedy potential causes of 
failure, the researcher developed A Comprehensive Model for Improving Business 
Performance in Industrial Organisations. A research methodology has been 
constructed to reach the research objectives. Content validation of the model has been 
achieved through the literature, a survey that was conducted with UK prominent 
experts, and a survey that was conducted with UK-based companies. 
The new model is constructed to reflect development on existing models and 
approaches, and to add other aspects that have not been considered before. As such, 
the model eliminates the gaps in the existing business models by integrating several 
improvement approaches into the organisation's business plan. The model is also 
characterised by identifying a causal relationship between its components, and 
providing a step-by-step modular approach for achieving improvement. The cultural 
dimensions have been also included, at both corporate and national levels. 
The model was tested for its Applicability within Jordanian Industrial 
Organisations. Differences related to culturalfactors such as power distance, 
individualism and collectivism, corporatefactors, and other non-cultural factors such 
the country's level of development, were found to influence the model's applicability. 
At the end, recommendations for practical modifications and adaptations are 
presented with a view to develop a Model for Jordan. 
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Chapter One 
Introduction 
1.1 Research Background 
The 1990s have witnessed a growing and irreversible trend towards globalisation. Fast 
technological advances, particularly in information dissemination and 
communications, are rapidly changing the traditional concepts of manufacturing scale, 
styles of management, and even the competitive advantage of nations. This is making 
the world an open global market and compelling top management of organisations in 
different nations to use every possible tool to sustain competitiveness. In such a 
dynamic environment, achieving and retaining a competitive edge are both a necessity 
and a challenge. Top management must develop strategies that outperform their 
competitors and constantly scan the environment for opportunities and ways to 
improve. They have to respond quickly and effectively to changing environmental 
conditions and consider alternative strategic options in their search for greater gains in 
organisational effectiveness. They have to nurture new types of capabilities that are 
more relevant to this new era. 
In developed countries, transformation of organisations is taking place in different 
ways because of different environmental demands and conditions. However, the 
improvement approaches adopted by most organisations usually fall into one of three 
categories. The first is where organisations develop their own approach to 
improvement based on the teachings, philosophy and recommendations of respected 
quality gurus such as Deming, Juran, Crosby, Feigenbaum and Ishikawa. The second 
is where organisations develop their improvement approaches based on a non- 
prescriptive methodology embraced within some form of a framework [L 1]. The 
third is where organisations adopt a pre-prescribed step-by-step approach, for 
example, as typified by the approach of business consultants. Some companies might 
implement a mixture of the above three approaches to achieve their desired objectives. 
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During the last two decades, organisations in developed countries have tried many 
different management approaches to improve their business performance, although 
these approaches have not always been successful. Such approaches include: Total 
Quality Management (TQM), Kaizen, KanBan/JIT, Quality Circles, Concurrent 
Engineering, ISO 9000, Business Process Reengineering (BPR), Hoshin Process, 
Business Excellence Models, and many others. Often, despite over-enthusiastic 
promotion of the anticipated results from these approaches, a high failure rate has 
been always reported. However, reasons for such a high failure were attributed in 
many cases, to factors that have hindered or influenced effective implementation and 
not to causes inherent in their central tenets and guiding principles. Mostly, the above 
approaches have been implemented as separate initiatives and in isolation of a holistic 
framework to manage change in the organisation. Also, these approaches are largely 
descriptive with little or no emphasis on the logical links between their components. 
The need is for a logical chain of argument rather than a list of characteristics. 
The implementation of these approaches has tended to focus on operational activities, 
having been applied mostly at an operational or tactical level with little attention 
being given to the integration of such techniques within the overall strategic planning 
of the organisation. Also, planning has been based on the traditional uni-directional 
approach to strategy neglecting the dynamics of change in the organisation's 
environment. This has caused a delay in the implementation of new strategies and led 
to inflexibility of re-routing the implementation process according to any changes in 
strategy in a relatively short period of time. 
In many cases, the approach of organisations to improvement begins with a focus on 
formal strategy, structure and work activities, but these make only a partial 
contribution to change. Full and complete change should influence people's values, 
believes, and patterns of behaviour. This invariably means changing the culture of the 
organisation, which presents the most vexing and challenging aspects of 
transformation. The approach to transformation must serve as a platform for clarifying 
organisational purpose, reasons for change, and desired cultural norms, and for 
unifying all these components into a co-ordinated and successful effort in order to 
achieve the desired business results. 
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Furthermore, top management has to be mindful to what might be called culturally 
based management approaches, which might not necessarily be applicable to their 
national cultures. Attention has to be paid to the differences between national cultures 
if management is to adopt improvement approaches based on ethnocentric 
management methodologies. A clear example is the concept of quality circles, which 
achieved considerable success in Japan but failed to attain the same success in the 
USA and Europe. 
Throughout the literature, there have been many attempts to diagnose the viability of 
such approaches to business improvement and remedy the causes of failure; however, 
a comprehensive all-embracing improvement approach has not yet been developed. 
In developing countries, it is becoming increasingly imperative for organisations to be 
internationally competitive in order to function properly, even in their domestic 
markets. With regard to economic development planning, the open global market has 
had the effect of shifting attention onto organisations in the developing countries. This 
is because such organisations are becoming suppliers of multinational companies in 
developed countries. The question which now faces industrial organisations in 
developing countries and transition economies is whether or not they will be able to 
face up to the challenges of globalisation and take full advantage of the increased 
trade opportunities. This situation has led most governments of developing countries 
to support their industrial organisation through various policies and programmes that 
promote th. eir growth in domestic and, more importantly, in export markets. 
At the present, the Jordanian industrial sector is rightly considered to be the engine of 
growth in Jordan. At the national level, Jordan has adopted economic adjustment 
measures and reforms to structure its economy and to achieve sustainable 
development. Structural adjustment programmes have been in operation along with 
attempts at restructuring and diversifying the production base. Such polices and 
programmes have not always produced the desired results, and their impact has not 
been uniform. The failure of such programmes to produce tangible results therefore 
raises questions about other possible factors preventing Jordanian organisations from 
improving their competitiveness and performing to the desired standards. 
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Jordan has the makings of becoming an industrial nation. However, the dedicated 
pursuit of a well-conceived industrial policy is needed at the present. Recently this has 
been one of the central preoccupations of the government and the industry alike. The 
primary aim of such a policy must be to provide a clear sense of direction by carefully 
identifying the priorities and by paying equal attention to both the developments of 
the internal capabilities of industrial organisations as well as providing the necessary 
environment and conditions for industrialisation. Such a policy should position 
Jordanian organisations so they can develop and compete in international markets and 
meet the expected challenges and opportunities for growth. Especially now that 
Jordan has signed the peace treaty with Israel in 1994, the association agreement with 
Europe in 1997, have acceded to the World Trade Organisation (WTO) in the year 
1999, and in the process of finalising a free trade agreement with the USA. 
What is undisputed, however, is the recognition that industrial organisations in Jordan 
still have a vast untapped potential and that concentrated efforts are required for its 
full realisation. Making Jordanian industrial organisations competitive and improving 
their operational efficiency by understanding and implementing improvement 
approaches relevant to their national culture can pay rich dividends in the long run, 
both at the national and the organisation levels. 
1.2 Research Objectives 
The first objective of this research is to develop a Comprehensive Model for 
Improving the Business Performance in Industrial Organisation. The second 
objective is to Test the Applicability of the Model within Jordanian Industrial 
Organisations (JIO), and Give Recommendations for its Effective 
Implementation. 
The model is constructed to reflect development of the already existing models and 
approaches, and to add other aspects that have not been considered in previous works. 
The uniqueness and contribution to original knowledge of this research are based 
upon the following: 
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I St. A comprehensive model that eliminates the gaps in existing business models 
by integrating several improvement approaches such as TQM, BRR and self- 
assessment into the organisation's business plan, identifying a causal 
relationship between its components, and providing a step-by-step modular 
approach for achieving business improvement. Many researchers have 
attempted to identify gaps and to recommend solutions for some of the 
improvement approaches, but none has succeeded in developing a 
comprehensive approach with logical links between its different aspects. 
2nd. The ability of the model to be applied in a culture different from the culture 
where the original concepts of the model are originated. This is achieved by 
investigating cultural sensitive approaches and recommending solutions for 
their proper implementation. 
3rd. The cultural dimensions that are included within the model criteria, at the 
corporate level and most importantly at the national level, as significant 
determinants that support and drive expected change in an organisation. This 
has been neglected within previous improvement initiatives, with no serious 
attempts to address them as part of a comprehensive change process. 
1.3 Organisation of the Thesis 
The thesis is divided into eight chapters: 
Chapter one sets the scene of the research. It defines the problem addressed by the 
research, the research objectives, and its contribution to original knowledge. It also 
gives an overview of the structure and the organisation of the thesis. 
Chapter two gives an overview of the comprehensive and detailed literature review 
conducted for the sake of the research. It starts by describing the objective of the 
review, the methodology that the researcher intends to follow, and the different 
sources of information. This is followed by selecting the general topics that the 
researcher plans to cover in this chapter with proper justification for this selection. 
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The review begins with a brief overview of major business improvement concepts and 
philosophies and their historical developments. This is followed by a comprehensive 
review of selected business improvement approaches and models. The review 
encompasses definitions of the approaches, the different methodology and models of 
their implementation, major weaknesses and criticisms against them, and potential 
barriers facing their effective implementation. These approaches include Management 
of Change, TQM (including the well-known International Quality Awards and their 
comparisons), Business Process Reengineering, Strategic Planning and other business 
improvement approaches that are an integration of the above mentioned. 
The cultural dimensions that might influence the effective implementation of the 
model are also reviewed. The review includes aspects of national cultures and 
corporate cultures. The works of some researchers who examined dimensionsof 
national variations among countries are overviewed. A particular attention is given to 
Hofstede work with the different arguments related to the development of his four 
cultural dimensions. At the end, the researcher summarises important issues identified 
in the review and concludes by describing what a business model will look like from 
the literature. 
Chapter three starts by defining the term research methodology, then describing the 
two types of research approach namely, qualitative and quantitative, and finally 
outlining the different stages for research methodology as described by many 
researchers. The chapter then presents the methodology followed in this research. The 
description includes the research approach, data gathering and collection, research 
techniques, and methodology outline. Throughout the methodology outline, the 
chapter presents the five surveys that are conducted during the course of the research. 
Chapter four is divided into two parts. The first defines the proposed conceptual 
Model of Business Improvement framework, and basic principles. This is followed 
by a detailed presentation of the model's different phases including its major criteria 
and sub-criteria. The second part presents the model's justification through identifying 
its major characteristics and distinguishing features, and then comparing it with other 
well-known frameworks and models of improvement. The Malcolm Baldrige National 
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Quality Award (IýMNQA) model, the European Quality Award (EQA) model, and the 
(UMIST) Quality Improvement Framework are selected for this purpose. 
Chapter five explains the process of validating the model through 'content validity'. 
The content validity of the model was achieved through the literature, an exploratory 
survey that was conducted to investigate the views and perceptions of 45 prominent 
experts in the U& and interviews investigating the perceptions of ten leading 
manufacturing and services companies in the UK and Northern Ireland. 
The validation process includes describing in some details five of these case studies, 
where four of them are award winners of the British Quality Award. The case studies 
include an overview of their experiences, the advantages and shortcomings of their 
efforts to achieve excellence. The selected companies were Boots Company, Rover 
Group, Ulster Carpet Nfills, British Telecommunications (BT) and Hewlett-Packard 
(HP). Finally the researcher presents summary of the similarities between the 
approaches of the ten companies and the research model's criteria and sub-criteria. 
Chapter six is dedicated to review the major characteristics of Jordan with particular 
emphasis on the JIO and their prevailing culture. The first part of the chapter 
includes general information about Jordan such as resources, economic infrastructure, 
and economy. 
The second part starts with an overview of the national culture survey conducted as a 
development of Hofstede's recommended questionnaire. Four dimensions present the 
Jordanian national culture: Power Distance, Uncertainty Avoidance, Individualism 
and Masculinity. 
The third part includes a case study directed to the JIO with the objectives of 
gauging the general knowledge and behavioural actions of the HO towards some 
improvement concepts and approaches; assessing their current performance; and, 
finally, identifying their acceptability to the major ideas of the proposed research 
model. 
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Chapter seven focuses on the implementation of the model within JIO. The chapter 
discusses the applicability of the model in Jordan and its suitability to the Jordanian 
national culture. This includes summary of the potential limitations and constraints for 
implementing the model in Jordan, and then recommendations for practical 
modifications and adaptations are introduced to develop a Jordan Model. At the end 
of the chapter, the researcher presents the 'King Abdullah III Award for Excellence', 
The Jordanian National Quality Award, and explains its relationship with the research 
model. 
Chapter eight presents a summary of the research effort and important remarks. It 
outlines the degree of attainment of reaching the first and second objectives of the 
research. It identifies difficulties and limitations that faced the researcher as well as 
presenting recommendations for future research work. 
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Chapter Two 
Literature Review 
2.1 Introduction 
Review of related literature has started from the beginning of this research, when the 
researcher embarked upon selecting the research topic and then narrowing it down to 
the actual objectives. However, the choice of the general topic of the research has 
come from the interest of the researcher in investigating the different improvement 
approaches in the literature, and how these approaches interact in a comprehensive 
model to improve business performance in industrial organisations. This has been also 
coupled with his interest and commitment to devise a workable improvement 
approach to be adopted and implemented in Jordan, the researcher's home country. 
Deciding on the first objective of the research has entailed preliminary reviews of 
related literature; specific attention has been given to current areas of interests and 
research at academic institutions, and initiatives supported by the industry and the 
government of the UK This has been achieved by reviewing recent theses and 
dissertations, articles in academic journals, economic newspapers, conference papers, 
and recent government reports and publications. The second objective has been 
reached by holding informal interviews with leading Jordanian industrial 
entrepreneurs as well as high ranking and decision-making Jordanian officials 
working in the field of industrial development. These interviews were instrumental in 
achieving the synergy between the first and second objectives of the research work 
from the one hand, and gaining the early commitment of the interviewees in co- 
operating with the researcher in future stages of the research work. 
Having decided on the general topic of the research and identifying the research 
general objectives, the researcher has embarked upon a comprehensive and detailed 
literature review of related topics. Following Naoum [2.1] methodology for literature 
review, the review process has taken two forms; descriptive and analytical. It has 
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been descriptive in that it explains and gives detailed information of the work ' 
of other 
researchers and scholars relevant to the research-work. Also, it has been analytical in 
that it critically examines their contribution with a view to identifying similarities in 
the work made by previous researchers, contradictions and controversies, criticisms 
and areas of theoretical or practical weaknesses, where the research is expected to 
resolve. 
The literature review process has been beneficial in widening the knowledge of the 
researcher, update him about newly developed concepts, verifying the originality of 
the research under study, validating the underlying values of the research model, and 
finally fine-tuning the research topic and objectives. The literature review has been an 
ongoing process throughout the course of the research as the researcher has been keen 
to continuously review related literature, and follow-up on major developments and 
progress made in his area of research. 
2.2 Sources of Information 
Three sources of information have been investigated [2.1]. These are primary sources, 
secondary sources, and reference guides, The primary sources have included the 
review of academic journal articles, conference papers and proceedings, British 
dissertations/ theses, reports, and government publications such as the Department of 
Trade and Industry (DTI) publications. Secondary sources have involved the review 
of textbooks, newspaper articles, and video films. Reference materials have included 
dictionaries, glossaries, and Encyclopaedias. In investigating the relevant literature, 
specialised CD-ROMs, Internet, and on-line databases such the BIDS, OCLS First 
Search and EBSCO have been frequently used. 
The review has involved a wide spectrum of topics including Management of Change, 
Total Quality Management, Quality Awards, Business Process Reengineering, 
Strategic Planning, Dynamic Strategic Planning, Corporate Culture and National 
Culture. In addition to extensive readings to many improvement approaches that are 
considered to be part of the above mentioned topics. 
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2.3 Selection and Structure of Literature Review Topics 
The comprehensive nature of the model has entailed an equivalent comprehensive 
review of related literature. This review has involved over 1000 reference materials 
encompassing myriad of improvement approaches. Despite this large number of 
approaches, the researcher believes that these approaches could be boiled down to 
four well known improvement approaches which are: Management of Change, 
Strategic Planning, Total Quality Management, Business Process Reengineering, in 
addition to their different modes of integration. 
The rational behind this grouping is as follows: 
Ist. The first two approaches, management of change and strategic planning, are 
considered as scope approaches encompassing general set of activities that 
could formalise the process of implementing other improvement approaches, if 
these approaches are executed within their contexts. 
2nd. The second two approaches, TQM and BPR, have been recently considered as 
the most frequently used approaches in companies that are striving to achieve 
desired business results, especially after the advent of the National Quality 
Awards such as Malcolm Baldrige National Quality Award, and the European 
Quality Award. Also, previous works of many gurus such as Deming, Juran, 
Crosby, Feigenbaum, and recent works of prominent experts such as, Oakland, 
Davenport, Harrington, Kangi, Dale, Zairi, Hammer, and Champy's could be 
safely classified under one and/or both of these approaches. 
3rd. These four approaches are considered as multidisciplinary approaches 
encompassing other improvement approaches and having impact onmany 
parts of the organisation. However, other improvement approaches are limited 
in scope to improving a specific area of the organisation. Reviewing the above 
four approaches would implicitly mean involving all other approaches that fall 
under them. For example, the researcher considers approaches such as ISO 
9000, ISO 14000, Quality Circles, Quality Function Deployment, Supply 
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Chain Management, and benchmarking as part of a more comprehensive 
approach; which is in this case TQM. Also, all different improvement 
approaches in the organisation are considered changes that entail proper 
management to move the organisation from one status to another, which again 
justifies the selection of the management of change models. 
4th. It is noted that different authors and scholars are using different terminology to 
describe the same improvement approach. These differences could arise 
because of their different educational background, experiences, and prejudices. 
For example, many authors are using the following names to describe BPR: 
Discontinuous Change, Business Process Redesign, Business Restructuring, 
Business Transformation, and Process Innovation. Many researchers are also 
interchangeably using Business Planning, Corporate Planning, and Strategic 
Management to mean the process of Strategic Planning, 
In some other cases, differences in terminology are attributed to the different 
culture from which the concept was originated. TQM has been used in the 
USA and Western Europe, while Total Quality Control (TQC) and Company 
Wide Quality Control (CWQC) have been frequently used in Japan. Also 
Kaizen has been originated in Japan to mean the same as continuous 
improvement (CI) in western countries. As such, the four approaches selected 
by the researcher cover a wide spectrum of similar approaches but with 
different terminology. 
5th. Many old improvement approaches are considered as stages in the evolution of 
more advanced improvement approaches. Inspection, Shewhart Statistical 
Process Control, Quality control, and Quality Assurance, are all important 
approaches that are considered stages in the evolution of TQM. This means 
that reviewing the latest approaches will implicitly include all other 
approaches that led to their historical evolution. 
6th. Finally, the researcher was keen to select and review approaches which are 
claimed to have a comprehensive nature and follow a modular approach or a 
logical sequence of activities, rather than approaches, which narrowly focus on 
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specific processes within the organisation, or provide a list of characteristics. 
This selection was important to help the researcher develop his comprehensive 
model and also be able to compare it with other similar models and 
approaches. 
Following the rationale mentioned above, the researcher have limited his writing up in 
this chapter to the four aforementioned improvement approaches, in addition to the 
culture subject, which constitutes an important part of this research and is not covered 
adequately and explicitly in these approaches. The chapter is divided into the 
following three main sections: 
1st. Concepts in Business Improvement: this section gives a brief overview of 
major business improvement concepts and philosophies, and their historical 
developments. 
2nd. Business Improvement Approaches: this section includes a thorough review 
of four business improvement approaches and their established models and 
frameworks. The approaches include management of change, total quality 
management, business process reengineering, strategic planning, and some 
other business approaches that are integration of the above mentioned. 
3rd. Culture Studies: this section encompasses reviewing aspects of national 
cultures and organisational cultures. 
2.4 Concepts in Business Improvement 
Business and management have changed very slowly from the earliest civilisation to 
the 20th century. The first sign of business was the interchange of goods among 
groups. As commerce grew, the procedure became more sophisticated [2.2]. Today, 
most companies can trace their work style and organisational. root back to the 
prototypical pin factory that Adam Smith [2-3] described in his book the Wealth of 
Nations, published in 1776. Since 1970, the rate of change in business has been very 
high. However, many companies of the late 20th century are still designed to operate 
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under the conditions of the I SP and the early 20'h centuries with the principles of 
Adam Smith, Henri Fayol, Frederick Taylor, Max Weber, Henry Ford, Alfred Sloan, 
and Elton Mayo [2.2]. 
Improving business performance, though a new concern of modem organisations, has 
roots that can be traced back to the first beginning of this century. Process 
improvement has its origin in a variety of approaches to business improvement. 
Primary sources include the quality movement, industrial and systems engineering, 
socio-technical work design, technological innovation, and information technology 
[2.4]. 
The quality movement as a first major instance of formal business improvement, 
started in the beginning of this century with the use of Product Inspection that was 
formalised by Taylor as an essential task in manufacturing. Beginning with the 
pioneering works of Shewhart, Deming and other quality researchers at Bell 
Laboratories in the 1930s, Quality Control was evolved [2.3]. During the 1940s, 
Statistical Quality Control was first recognised by Shewhart and Juran was the 
pioneer in using this technique [2.5]. In the 1960s, Deming and Crosby together with 
other experts expanded the concept of quality control to include implications for 
management style, human resources policy, and other wide-ranging issues, which has 
been known after that as Total Quality Management [2.3]. 
Industrial and Systems Engineering started as a scientific management approach 
during the late 19th and early 20th centuries. They were based on the assumption that 
behaviour at work could be engineered and designed according to principles of 
rationality and efficiency. The function of industrial engineering was based on the 
scientific management school of Frederick Taylor, which were refined to systems 
thinking during the World War 11 [2.3]. Industrial/systems engineering were purely 
technical, focusing on systems and procedures and reducing the worker's role to that 
of a rigid adherence to methods and procedures over which he had no discretion. 
Also, it led to the fragmentation of work on account of its emphasis on the analysis 
and organisation of individual tasks or operations. 
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On the contrary, socio-technical work design was the product of a group of social 
scientists who came together at the end of World War H and formed the Tavistock 
Institute of Human Relations in London. Their initial focus was on mental health and 
individual development, although they were also interested in applying their ideas to 
workers in industry [2.6]. Socio-technical work design is the harmonious blending of 
technology and people in a structured work process, taking into account the culture 
and environment in which work process activities occur [2.6]. This approach has 
stalled over the last decade, because its principal goal is the improvement of working 
conditions rather than improving productivity. 
The competitive use of Information Technology (IT) brought several important 
dimensions to process innovation and claimed of being a major instigator of change. 
The notion that IT could radically alter work and improve business performance 
began with the advent of telephone and telegraphs in the 19th century. The roots of 
information science emerged when digital computers were developed during the 
1940s and early 50s and was widely acknowledged to surmount both time and 
distance constraints. By 1980, information science had become a thoroughly 
interdisciplinary field and in the mid-1980s, artificial intelligence was very quickly 
becoming the centre of research activities and had many applications within industrial 
organisations. By the same token, Technological Innovation has brought a valuable 
perspective to business improvement, whether on product innovation, or machine 
innovations. However, innovations within the process were not evident in the 
literature. 
Modem literature includes many different nomenclatures and terms related to 
business improvement concepts and philosophies. Some of these concepts, such as 
Total Quality Management (TQM), International Quality Awards, KanBan/JIT, 
Quality Circles, Concurrent Engineering and Business Process Reengineering (BPR), 
are now well established concepts and approaches in the US, Japan and western 
markets, and are increasingly attracting the attention of organisations in developing 
countries. Over the past 15 years, corporate concern about quality, environment, 
health and safety, and care for employees have led to the development of well 
recognised national and international standards against which management systems 
are developed and evaluated. Such standards include the well known ISO 9000 and 
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ISO 14000, BS 8800, Investor In People, and more recently the Integrated Business 
Management Systems. 
Among the many approaches to business improvement, TQM and BPR have attained 
special popularity and recently become the most common prescriptions that 
companies are striving to implement to achieve desired business results. 
Notwithstanding the popularity of TQM and BPR, some companies have found it 
difficult to implement them successfully. An examination of the literature suggests 
that only one-third to one-half of the organisations has observed significant 
improvement through TQM and BPR programmes [2.7][2.8][2.9][2.10][2.11]. 
Critiques to both approaches are mostly acclaimed to factors hindering or affecting 
their effective implementation and to a lesser extent to causes inherent in their central 
tenets and guiding principles. Collins and Hill [2.12] wrote, "much has been written 
about the theoretical aspects of both TQM and BPR. However, from the perspective 
of practising managers, the literature tends to raise more questions than it answers. " 
2.5 Business Management Models 
2.5.1 Management of Change Models 
Change is now moving to the top of any organisation's agenda. Organisations are 
being faced from every side by the pressures for change. In such an environment, 
organisations have no choice about whether they want to change, the choice is how to 
face and manage change so that it happens efficiently, effectively, and in alignment 
with their identified goals. 
The researcher has selected the management of change in his review because it could 
provide, through its general application, the platform and the context for any 
improvement initiative that is to take place within the organisation. The section 
includes the following topics: change definition, major forces for change, scope and 
approaches of change, different models of change with criticisms to selected 
approaches and, finally barriers and successful factors for implementing change. 
16 
Kudray & Kleiner [2.13] defined change management as "the continuous process of 
aligning an organisation with its marketplace-and doing it more responsively and 
effectively than competitors. " The major forces that are responsible for stoking the 
pace of change in organisations have been identified by many writers 
[2.14][2.15][2.16] as: structural-institutional, technological, social-behavioural, 
legislation demands, globalisation, new leadership, new emerging competitors, and 
more importantly the expectations of customers which continuously grow as they 
become more knowledgeable and demanding. 
The scope of change has been defined by Nadler [2.17][2.18] as either incremental or 
strategic. He considered changes, which focus only on subsystems of the organisation 
as incremental, while those, which focus on the entire organisation as strategic. This 
type of change frequently involves "breaking out of a current pattern of congruence 
and helping an organisation develop a completely new configuration. " 
Nadler [2.17][2.18] described two approaches to change, reactive and anticipatory in 
relation to key external events. According to Burnes [2.19], there are two main 
approaches to change: planned change and emergent change. Planned approach views 
organisational change as essentially a process of moving from one fixed state to 
another through a series of predictable and pre-planned steps. However, the emergent 
approach starts from the assumption that change is a continuous, open ended and 
unpredictable process of aligning and realigning an organisation to its changing 
environment. He indicated that there are number of major theorists and practitioners 
who have contributed to the development of the planned change approach, and that 
such approach can be related to three basic models of planned change process. These 
are the action research model, the three-step model, and the phases of planned change 
model. 
7he Action Research is a planned change model based on the proposition that an 
effective approach to solving organisational problems must involve a rational, 
systematic analysis of the issues in questions. An action research project usually 
comprises three distinct groups: senior managers, people involved within the change 
area, and a consultant who may or may not be part of the organisation. The three 
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entities as a group, analysis and solve problems through a succession of iterations. 
Action Research has enjoyed good acceptance over the years, however, one of its 
major drawbacks is to secure the commitment of the parties involved within the 
group. 
The second model created by Lewin [2.20] is what is now almost universally 
recognised as the three sequential phases of the change process or the three-step 
model, and involves the following three operations: unfreezing, moving and 
refreezing. He pointed out that the effect of change will be maintained if the initial set 
of forces is unfrozen, initiated the change, and then refrozen at the new level. 
Schneider and Goldwasser [2.21] commented that even refreezing could mean an end 
goal, it is really a snapshot in time and a new baseline from which to start a 
continuous change. Lippitt et al [2.22], observed that change in an organisation is 
often followed by a regression towards the old pattern after the pressure affecting 
change is relaxed, and thus they criticised Lewin's model because it does not explain 
what must be done in order to keep a change frozen into its revised aspects. They 
emphasised the importance of monitoring change in order to make sure that the 
change is holding. 
Based on Lewin's Aree-step model, many writers have developed new models 
expanding on the number of steps and phases. For instance, Bullock and Batten [2.23] 
developed a four-phase model of planned change comprising exploration phase, 
planning phase, action phase, and integration phase. 
Burnes [2.19] concluded that neither planned nor emergent approaches are suitable for 
all situations. He proposed 7he Choice Management-Change ManagementModel 
which incorporates both approaches, each of which is related to a particular type of 
environment, it also demonstrates how managers could attempt to change their 
organisation's circumstances to fit them to the approach which best suited them and 
their organisation. His model comprised three interdependent organisational 
processes: the choice process, the trajectory process, and the change process. 
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Throughout the literature, many researchers have developed different models. Most of 
these models are quite similar in terms of the rationale behind them; however, they 
merely differ in the number of phases and the level of details they go into each phase. 
Bainbridge [2.16] suggested the following five-stage model of change. The design 
stage at a process level to determine overall requirements, description and 
documentation of requirements stage, developing of the new capabilities stage, 
dismantling or demolishing of exiting or redundant parts of an organisation stage, and 
finally the deploying stage of the new process into a live environment. 
Kanter et al [2.24], outlined the following ten stages for executing change. Analyse 
the organisation and its need for the change, create a shared vision, separate from the 
past, create a sense of urgency, support a strong leadership role, line up political 
sponsorship, craft an implementation plan, develop enabling structure, communicate 
and involve people, and finally reinforce and institutionalise change. 
According to Kudray and Kleiner [2.13], managing change involves: identifying the 
destabilising forces 'change trigger', determining alignment in the market, creating 
the most effective change strategy, and applying them with the most accurate 
manoeuvres. Bridges [2.25] defined three phases in transition within companies: 
ending, neutral zone, and beginning. 
Seashore et al [2.26] presented a model of the phases that the change processes might 
go through. The first stage consists of the start up of the programme and the 
implementation of interventions into the organisation. This is followed by the trial 
adoption of changes by experimental or pilot units. These are reflected in changes in 
the work environment, in attitudes and behaviours, and in individual and 
organisational outcomes. The final stage consists of institutionalisation of the 
programme, and its diffusion to other parts of the organisation. 
As prerequisites for successful change, many writers have recognised the need for a 
clear strategic direction, top management commitment and managing cultural aspects. 
Boles et al [2.27] mentioned that the three biggest barriers that faces organisations in 
managing change are lack of management visibility and support, resistance to change, 
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and inadequate management skills. This result has been the outcome of a study of 
9,144 working Americans by Watson Wyatt Worldwide in San Francisco. Schneider 
and Goldwasser [2.21] explained that most companies' concern for change is 
primarily technical, dealing with systems and procedures. They suggested that 
impactful change should focus on cultural and behavioural changes. Antrim [2.28] 
outlined five important issues that are usually missing in many change models and 
must be carefully managed: define a compelling need to change, define a change 
vision, get commitment for specific action, monitor and support commitment, and 
reward progress and results. 
Carnall [2.29] identified the following: management of transitions, dealing with 
organisational culture, and managing organisational politics. He identified four core 
competencies that are essential to the effective management of change; these are 
decision-making, building coalition, achieving action, and maintaining momentum 
and efforts. He also indicated the following as the main ingredient for successful 
change programmes: a clear strategic aim, support at top level, carefully planned and 
managed implementation, careful planning the pace of change, build in system to 
reward relevant behaviour, role modelling, and appropriate training and support. 
Rye [2.30] highlighted cultural backdrop, opportunities for change, planning change, 
championing change, countering resistance, monitoring implementation and post 
implementation review, as significant factors for successful change initiatives. 
Huntoon [2.3 1], from her experience in managing change at LB Johnson Space Centre 
of NASA, emphasised the role of vision as the primary forcing function of change, in 
addition to the responsibility of the top management in leading and managing change. 
Schneider and Goldwasser [2.21] were assertive and mentioned that "Change is one 
initiative you just can't delegate. " 
On the other hand, Duck [2.32] proposed the formulation of Transition Management 
Team (TMT) from managers in the organisation to manage change. The team is made 
up of 8 to 12 highly talented leaders who commit all their work to make the transition 
a reality. Nevertheless, he still considered the CEO's job to be a visible champion for 
the transformation, articulating the context and rationale for the new corporate 
direction. 
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Lippitt et al [2.22], recognised the importance of addressing the human resources 
aspect of the organisation in any change initiative. They suggested the following 
practices in managing people. Involve people in planning for change, communicate 
and use feedback, consider effects on working environment and group habits, inform 
employees about the change effort before it commences, build a trusting work 
climate, use problem solving techniques, involve people in the implementation of 
change, ensure an early experience of successful change and finally quickly stabilise 
and spread successful change. 
In conclusion, most of the managing change approaches list general steps of good 
management practices for instilling change in the organisation. The researcher 
believes that these steps are crucial and should be always utilised when implementing 
any improvement initiatives within the organisation, because, in his views, any 
improvement initiative is a change and should be dealt with properly. As such, and as 
Nadler [2.17][2.18] classified change as either incremental or strategic. The 
organisation could implement management of change approaches on subsystems of 
the organisation as well as on the entire organisation. 
2.5.2 Total Quality Management Models 
TQM has been extensively and repeatedly used during the last two decades as the big 
umbrella where everything we do or will do, must magically fit under it. It has been 
universally applied and recommended by many researchers, experts and practitioners 
as an effective approach to improve business performance. 
For the purpose of this research, TQM is central and this section is devoted to explain 
it because many of the recent improvement models and frameworks, which are 
developed by prominent experts and implemented by many companies, are considered 
as application for the concept of TQM. The section includes definition of TQM and its 
principal components, factors hindering its effective implementation, and finally a 
comprehensive overview of well-known models of TQM and their respective 
deficiencies. 
21 
TQM is based on the principles pioneered by leading visionaries like Deming, Juran, 
Crosby and Feigenbaum. It can be argued that many of the TQM dimensions were 
being applied by organisations before the appearance of the TQM movement, 
nevertheless, the term and the philosophy as a whole seem to be appeared around the 
mid 1980s. 
Defining the term TQM is not an easy task as there is still no universally recognised 
definition of TQM and almost every writer has his own definition [2.33][2.34], even 
with the publication of the international definition for TQM in ISO 8402 (1994). 
However, among the many definitions, the following represents a simple and 
meaningful one [2.3 5] "achieve quality by managing the quality of product related 
inputs, outputs, and processes. " A myriad of TQM concepts have emerged since its 
early inception with divergence of views on what it constitutes, nevertheless, most of 
these concepts could be reduced to the following principal elements, customer 
focused, continuous improvement, measurement assures compliance, process focused, 
leadership is proactive, and employees are empowered [2.36]. 
As an improvement approach, TQM is still lacking the consensus to its actual 
ingredients and has not yet established a single philosophy with a clear line of 
argument; even its theoretical background has been a subject of controversy. Attia 
[2.37] mentioned that its association with incremental improvement, focusing to 
address narrowly defined work processes, and its inability to address explicitly the 
financial concerns, have been always areas of criticism around its central precepts. 
The high failure rate concomitant with its implementation as reported by some writers 
to reach 90%, have urged many researchers to study and analyse problems associated 
with its implementation. The followings are major factors stated by many researchers 
as undermining its effective implementation [2.37][2.38][2.39][2.40][2.41][2.42]: lack 
of a well defined and effective strategic plan, lack of leadership skills, enthusiasm and 
commitment, insufficient and ineffective training on TQM skills, lack of a supportive 
corporate culture, mismanagement of resistance to change, lack of appropriate reward 
and incentive schemes, deficiency of effective metrics for measuring performance, 
emphases on short term quality improvement and operational results, treatment of 
symptoms rather than root causes, lack of a proper quality management system, 
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partial implementation of TQM programmes, and finally lack of communications and 
employees empowerment. 
A large number of scholars and researchers have applied their own educational 
background, experiences, and prejudices in devising a suitable approach for TQM 
implementation. Such approaches include: listing of TQM principles which are 
presented as TQM implementation plans, prescriptive step-by-step approaches, non- 
prescriptive methods presented in the form of a framework, and methods outlining the 
philosophies and recommendations of internationally respected experts such as 
Crosby, Deming, Juran, Feigenbaum [1.1]. The following presents examples of these 
different approaches. 
The US Department ofDefence (DoD) TQMmodel [2.43] constitutes a typical model 
presented in the form of TQM implementation plan. The model consists of the 
following seven steps: establish the TQM culture and environment, define mission of 
each components of the organisation, set performance improvement opportunities, 
goals and priorities, establish improvement projects and action plans, implement 
projects using improvement methodologies, evaluate, and finally review and recycle. 
Among the many different models and frameworks that have been developed in the 
1990s, UAEST generic quality improvement framework developed by Boaden and 
Dale [2.44] has attained particular attention by many researchers and practitioners. 
They opted to adopt a framework approach, which allows customisation to a much 
larger degree as opposed to a step-by-step approach. They developed the following 
four-section framework. Organising for improvement section is concerned with 
strategies and plans necessary to introduce and develop the improvement process, 
systems and techniques section is related to the use of a formal quality system as well 
as the identification of tools and techniques needed at different stages of the 
improvement process, measurement and feedback section enables the customer 
requirements to be translated into performance measures for future improvement, and 
changing the culture section with increased emphasis on customers and their needs. 
The framework has been described by Dale and Prapopoulos [ 1.1] as one of the most 
comprehensive and comprehensible frameworks that currently exists. However, its 
focus on the introduction and development of a process of improvement and not for 
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evidence or results, in addition, to its applicability to organisations that are in the early 
stages (i. e. less than three years) of TQM operating experience, constitute a limiting 
factor to its wider applicability. 
The following four examples illustrate the influence of respected quality experts' 
theories on the models developed. The first is Oakland'sfirameworkfor TQM [2.45], 
in which he assembled concepts, theories and components advocated by famous 
quality gurus. The framework consists of two parts 'soft' and 'hard; while the soft 
part of the framework includes: identify customer/supplier relationship, manage 
processes, culture, communication and commitment, the hard part involves systems, 
teams and tools. 
The second is Ford Continuous Improvement Model [2.46], which comprises of three 
elements: a recognition that a process is a value-added blending of input resources to 
produce output, there are two sources of feedback; the customer and the process, and 
the Plan-Do-Check-Act (PDCA) improvement cycle. The model identifies that defect 
prevention is achieved through the feed back loops of customers and processes and by 
investigation and improvement of the process through the PDCA cycle. 
The third is Winder's ftamework of quality [2.47], which is completely consistent 
with the PDCA Cycle. The framework includes the following five dimensions: value 
sharing 'Aim, the interconnectivity where the quality environment is created 'Plan, 
experience 'Do', measurement 'Check', and finally relationships and system thinking 
'Act 1. 
The fourth is Chu's conceptual framework [2.48] for understanding Total Quality 
Control (TQC) activities which has been developed based on Feigenbaum and 
Ishikawa concepts and theories, whereby control must start with the design and end 
with a satisfied customer. He suggested that TQC should start at the product design 
stage and then continue through pre-production planning, vendor management, 
incoming material control, in-process control, finished goods control, and ends with 
customer service. At each stage, any problem that may affect the product quality 
should be examined, recorded and analysed, and feedback provided to the pervious 
stages for corrective actions. 
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Other TQM models have been developed emphasising some elements of TQK while 
not ignoring other components. Aalbregtse et al [2.49], for instance, developed a 
TQM business framework with the main objective of achieving Total Customer 
Value. The inputs for the framework are the voice of customer and comprehensive 
assessment of product technology and trends. Driven by the business strategy, goals 
and objectives are translated into formal management system. These systems include 
planning, budgeting, performance measurements, reward-recognition and other 
systems used to monitor and control business. The output is the customer value. He 
suggested that the framework should give support for creating a new culture that 
fosters improved working relationships within the company and through out the 
customer-supplier pipeline. 
On the other hand, Fountain [2.50], argued that focusing on people, change 
management, empowerment, communication and suppliers which he called "the softer 
skill areas, " would enable the application of his model 'the target assessment model' 
without preference on an international basis. The model comprised nine target 
elements: people, leadership, empowerment, process control, change management, 
supplier development, business performance, customer perception and 
communication. 
As a result, no real attempts to develop a TQM model that addresses all issues related 
to business performance improvement have been recorded. Existing models and 
frameworks represent the understanding of the researchers of the critical success 
factors in TQM rather than a holistic approach. Most of these models are also 
deficient in identifying a causal relationship between their components. Saunders 
[2.51] indicated that most of the TQM's texts include a model of some kind, however 
these are largely descriptive with little or no emphasis on the logical links between 
their components. He mentioned that the need is for a logical chain of argument rather 
than a list of characteristics. Conti [2.52] encouraged getting over the concepts of 
TQM models to business models by incorporating the modem quality concepts into 
organisational concepts and managerial practices. Wilkinson and Witcher [2.33] 
indicated that most existing forms of TQM are partial and emphasised the notion that 
TQM must be holistic. Martinez-Lorente et al [2.53), emphasised the fact that 
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different countries with different cultures could successfully apply TQM but in 
different ways. 
More recently, descriptive methods have become more standardised with the 
evolution of the international quality awards schemes. The introduction of these 
awards: (Deming Prise 1951; Malcolm Baldrige National Quality Award (MBNQA), 
1987; and the European Quality Award (EQA), 1991) are considered as the most 
significant development on the subject of TQM by which TQM efforts can be 
measured and evaluated. Wilkes and Dale [2.54] mentioned that these awards have 
provided the opportunities for companies to assess using the models of TQM which 
underpins these awards, their strengths and areas for improvement of their approaches 
to business improvement. Also, Davis et al [2.55] indicated that the best advantage 
from using these awards is that they provide objective evaluation of strengths and 
areas of improvement compared with best practice organisations. In the following 
paragraphs, the researcher will present and overview of the criteria and scoring system 
of the three well-known quality awards mentioned above, in addition, to examples of 
other national quality awards in selected countries. 
The Deming Prize [2.56] was introduced by the Union of Japanese Scientists and 
Engineers in recognition of Dr. Deming's contribution to the Japanese Industry. The 
main purpose of the prise is to enhance the competitiveness of Japanese industries 
through promoting awareness and increasing emphasis towards continuously 
developing total quality control. A total of 100 points are allocated equally to the 10 
awards categories. The categories include: Policy, Organisation and its Management, 
Education and Dissemination, Collection, Dissemination and Use of Information on 
Quality, Analysis, Standardisation, Control, Quality Assurance, Results, and Planning 
for the Future. 
Yhe MBNQA [2.57] was founded in 1987 by the US Public Law. The main objectives 
of the award are promoting awareness of quality as a crucially important element in 
competitiveness, understanding the requirements of performance excellence, and 
sharing the information on the strategies that lead to successful and superior 
performance. A total of 1000 points are allocated to 7 award criteria: Leadership 
(125), Strategic Planning (85), Customer and Market Focus (85), Information and 
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Analysis (85), Human Resources Focus (85), Process Management (85), and Business 
Results (450). 
The launch of the EQA in 1991, which took the MBNQA as its starting point, was a 
further advance in TQM development in terms of both assessment criteria and form 
[2.52]. Yhe EQA [2.58] was established with the support of the European Foundation 
for Quality Management (EFQM). The EQA, which represents the European Model 
for TQK identifies that customer satisfaction, people satisfaction and impact on 
society are achieved throu leadership drivin policy and strateSy, people, 
partnership and resources andprocesses leading ultimately to excellence in business 
performance and results. The "Results" criteria are concerned with what the 
organisation has achieved. The "Enablere' criteria are concerned with how results are 
being achieved. A total of 1000 points are allocated to the 9 award criteria: Leadership 
(100), Policy and Strategy (80), People (90), Partnership and Resources (90), 
Processes (140), Customer Satisfaction (200), People Satisfaction (90), Impact on 
Society (60), and Performance Results (150). 
Yhe European Quality Award for Small andMedium-sizedEnterprises (SMEs) was 
developed and first awarded in autumn 1997. The model is based upon the 1996 
EFQM Model. The nine categories remain the same, as do the percentage scores; the 
major differences are in the number of sub-criteria, the simplification of the language 
used within each of the sub-criteria, and the reduction of the submission documents to 
50 pages [2.54]. Wilkes and Dale [2.54] conducted a study on 7 SN[Es to assess their 
reaction to the EFQM Model of Business Excellence for SMEs. Their findings 
revealed that the model is along the right lines, however, more work has to be done in 
terms of simplifying the language format of the model as well as the application 
documents. 
Along with the above mentioned awards, various quality awards have been set up by 
many countries to encourage their companies to adopt TQM and to provide a platform 
for measurement against world class standards. Most of these awards are either 
identical to one of the three internationally recognised quality awards or their criteria 
are largely built upon the criteria of these awards. For instance, the VK and the 
Northern Ireland Quality Awards [2.5 9] are identical to the EQA. The criteria for 
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Dubai Quality Award (DQA) [2.60], the first Arabic quality award, is identical to the 
MBNQA, while the Australian Quality Award [2.61] is based on the MBNQA 
criteria. 
The Malaysian Prime Minister's Quality Award [2.62] includes the following 
categories: Top Management Leadership, Management of Quality, Use of Quality and 
Data Information, Human Resources Development and Management, Satisfaction of 
Customers Requirements and Expectations, Handling Customer Complaints for 
Quality Improvement, Quality Assurance of Support Services, and Vendors and 
Corporate Responsibility. Canada Awards for F-xcellence [2.63] includes the 
following criteria: Leadership, Customer Focus, Planning for Improvement, People 
Focus, Supplier Focus, Process Optimisation, and Organisational Performance. The 
French Quality Award [2.64] encompasses the following chapters: Commitment of 
the Management, Strategy and Quality Goals, Client Satisfaction, Quality Control, 
Quality Indicators, Quality Improvement, Employee Participation, and Performance. 
The Jordanian Quality Award which has been developed in the year 2000 and named 
as " King Abdullah II Award for acellence", is expected to be first awarded in 
October 2000. The award is based on MBNQA criteria and encompass the following 
major criteria: Leadership, Strategic Planning, Processes Management, Resources 
Management, and Results. 
Many researchers compared among the different national quality awards, while others 
limited their analysis and comparisons to the three internationally recognised quality 
awards. The comparisons were in regards to their concepts, criteria and application 
procedures. Puay et al [2.65], identified differences and similarities among nine 
national quality awards through a comprehensive framework consisting of nine 
criteria items and 28 criteria sub-items. They concluded that national quality awards 
differ in their emphasis on the framework criteria items. A country's economic 
development status has been observed to play a contributory role in creating the 
differences emphasised. 
Bohoris [2.66] compared the three internationally recognised quality awards along 
three major criteria, 23 items and 49 areas of examination. He concluded that each 
TQM award model has its unique system and set of examination criteria, items and 
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areas different from the other two in terms of purpose, overall approach, values and 
concepts, and their sought contribution to TQM efforts. While the Deming prize 
emphasises the adoption of Company Wide Quality Control (CWQC); the overall 
emphasis of IvMNQA is on customer satisfaction; and the EQA uniquely includes the 
dimensions of community perception of the company, and employees' satisfaction as 
measures of quality performance. 
Tummala and Tang [2.67] conducted a comparison between the MBNQA and the 
EQA_ They concluded that both awards are results-oriented and give maximum 
weight to customer satisfaction. They indicated that EQA is more broad based than 
NMNQA and covers additional criteria such as financial results and impact on society. 
Davis et al [2.55] described both the EQA and NIEBNQA as being excellent and robust 
models, however, they observed that NIBNQA has often been criticised for its lack of 
results-oriented, while the EQA has always been much more results-oriented. Conti 
[2.52] mentioned that the EQA shows substantial differences with respect to MBNQA 
at the level of the model, while at the assessment process level, there are no 
significant differences. 
Nevertheless the wide application of the self-assessment schemes, some researchers 
placed their reservations on a specific award while others have their observations on 
the general award schemes. Hewitt [2.68] mentioned that winners of both the 
European and UK Quality Awards have all been large organisations, she indicated 
that the model needs to be interpreted for the requirements of small businesses as such 
interpretation is still lacking. Black and Porter [2.69] indicated that the MBNQA 
guidelines are based on empirical evidence, which has contributed to the debates 
conceming its suitability. 
Longbottorn [2.70] indicated that, although, the award schemes provide a practical 
way for implementing quality improvement, they are not a panacea. Boaden and Dale 
[2.44] mentioned that the quality*awards are only applicable to organisations that have 
been undertaking quality improvement for a number of years. Dyason and Kaye 
(2.7 1] observed that companies are in general, a long way from the maturity needed to 
address fully the criterion associated with self-assessment frameworks. Thev 
concluded that to apply self-assessment frameworks effectively a certain level of 
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knowledge is necessary. Black & Crumley [2.72] identified that the broad spectrum of 
issues covered by the model throws up a further problem for a company new to the 
excellence philosophy. They also mentioned that the genuine danger for organisations 
applying self-assessment is making it a missing link: a plan that runs parallel to the 
main thrust of the business. They stressed that fact that improvement planning should 
be built into corporate planning and improvement reviews or assessments should be 
built into business, unit or departmental reviews. In spite of the some similarities 
found among the award's models, Bohoris [2.66] indicated that the major gap found 
among the three awards is the lack of comprehensiveness. In his - Ph. D. thesis, 
I-Endawi [2.73] addressed the issue of lack of comprehensiveness among the three 
quality awards models. He developed, as he wrote "the most comprehensive model" 
that incorporated all of the criteria and sub-criteria found in the three models. 
Fountain [2.50] indicated that the majority of the literature on self-assessment proves 
that there is no 'best' framework, only an appropriate framework, with the choice of 
model often dependent upon the company's top management preference. Aly [2.74] 
observed that cultural factors do not affect the use of self-assessment significantly and 
that the practice of self-assessment is very much applicable in the Nfiddle East 
environment. 
At the end, the researcher concludes that existing and past TQM models have 
deficiencies in certain areas. The advent of the quality award schemes has resolved 
many of these deficiencies; nevertheless, these awards are still subject to criticisms. 
The major ones are the lack of comprehensiveness among the different awards, and 
their lack of integration within the business planning process of the organisation. 
2.5.3 Business Process Reengineering Models 
Transformation has been taking place in different ways because of different 
environmental demands. First, there is the continuous change where smaller changes 
occur during periods of equilibrium; then there is the discontinuous change 
incorporating changes that occur during periods of disequilibrium. In this type, the 
organisation is not trying to improve fit but rather to build a whole new configuration 
[2.751. In this section, the focus is on the second type, which requires radical changes, 
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and the researcher has used the term, Business Process Reengineering (BPR) among 
other names, to describe this type of approach. 
The researcher has selected to review BPR because it offers a non-traditional way to 
achieving improvement in business performance, that is concomitant with the radical 
type of thinking. This type of approach could be seen as an important ingredient and 
complementary approach in the comprehensive model that the researcher is seeking to 
develop. This section starts with an overview of the different terms for reengineering; 
followed by describing the history of BPR, as well as some BPR's selected 
definitions. A brief summary is then given to problems contributing to BPR failure 
with emphasis on cultural factors. The section ends with selected examples of BPR's 
models and frameworks. 
Many terms have been evolved describing the discontinuous change type, like 
Business Process Reengineering (BPR), Business Reengineering (BR), Business 
Process Redesign (BPR), Core Process Redesign (CPR), Business Restructuring (BR), 
Business Transformation (BT), Process Innovation (PI), or Business Process 
Transformation (BPT). Albeit different names, they have been used interchangeably 
to describe the same phenomenon of radically altering business processes to achieve 
remarkable improvement in performance [2.3]. Amid the different terms, BPR has 
become very fashionable in recent years and ample number of articles and books have 
been published to describe and explain its importance for any organisation seeking 
radical improvement. 
The concept of BPR has emerged in the beginning of 1980s, when few companies in 
the United Sates and Europe had dramatically improved their performance by 
radically changing the way in which they used to work. These companies had not 
changed the business they were in; rather, they had significantly altered the process 
they followed in their business or even replaced these old processes entirely [2.3]. But 
it was not until the 1990, when the world witnessed the growing popularity of BPR 
following the well-known publications of M. Hammer, and T. H. Davenport and J. E. 
Short. In these publications, the authors outlined a new approach to the management 
of processes which, it was claimed, to produce a radical improvement on performance 
[2.761. However, Rigby [2.77] indicated that taking BPR from the perspective of its 
31 
underlying fundamental principals, the components of BPR could have much longer 
history than the current situation might imply. 
Since the first introduction of BPR, many definitions have appeared, nevertheless, the 
most commonly used one is Hammer and Champy's definition [2.3]: "the 
fundamental rethinking and radical redesign of business processes to achieve dramatic 
improvement in critical, contemporary measures of performance, such as cost, quality, 
service, and speed. " Others like Nwabueze and Kangi [2.78] defined reengineering as 
cc meeting customer requirements through the total redesign and systematic 
improvement of all organisational. systems. " Parker [2.79] defined reengineering as 
the "use of evolutionary tools/techniques combined with enabling technologies to 
provide an explosive mix to make dramatic change throughout the organisation and to 
deliver what the customer requires. " Davenport [2.80] mentioned that process 
innovation involves effecting creative and radical change to realise order-of- 
magnitude improvements in the way that objective is accomplished. Despite the many 
definitions in the recent literature, the exact definition and methodologies are still a 
subject of controversy. However, common features of BPR, as described by many 
authors are [2.81][2.82][2.83][2.84][2.85][2.86]: customer driven, radical departure 
from existing practices, use of business processes, deliberate and planned, brings 
about dramatic improvement in performance, and typically enabled by information 
technology. 
Following the failure of most BPR efforts, which has been expressed by many authors 
to reach 70% [2.87][2.88][2.89](2.90][2.3], many researchers indicated that this 
failure could be attributed to two principal reasons. The first one is related to its 
central tenets and guiding principals, and the second one is related to its 
implementation methodology. However, Hammer and Stanton [2.91] argued that 
BPR's failing has not been empirically discerned, and failure to achieving high 
success rates is due to high-level managerial misunderstanding of BPR along side 
other factors. Harrington [2.92] criticised that the existing literature written on BPR 
skipped over the most crucial part of the methodology (going from vision to future 
state solutions). He explained that most authors did not know how to document the 
creative part of the process, or they wanted to keep that critical part of the process 
secret. 
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Regarding the first reason, the following represents major areas of concern as 
expressed by many authors in the literature [2.78] [2.93] [2.94] [2.95] [2.96] [2.97] 
[2.89] [2.91]. The lack of an exact definitioP and the inability to distinguish it from 
other business improvement programmes; the technological innovation, particularly 
IT is inherent within the central concept of BPR; the entire focusing on the process 
can hide other factors such as the roles of culture, political, and psychological 
subsystems; the replacement of existing processes with new ones without recognising 
the need to analyse, understand and measure old processes; finally, the concept does 
not focus on long-term improvement, and does not encourage employees to exhaust 
possibilities for optimising performance and commitment to problem solving on a 
continuous basis. 
As for the most common impediments contributing to failures associated with 
implementing BPR, the following summarises areas perceived by many authors to 
have common deficiency [2.98][2.99][2.75][2.100][2.101][2.102][2.89][2.103]. The 
inflexible management culture that reinforces functional structure; the application of 
BPR at an operational or tactical, rather than strategic level; the failure to manage the 
transition period; the lack of senior management support and commitment; the poor 
communications among those involved or affected by BPF4 the poor implementation 
of redesigned processes; the failure to measure results adequately; the management 
oversight to resolve potential resistance to change; the wrong choice of the project 
reengineering teams; the too many diverse improvement projects underway; the 
unrealistic scope and expectations; the focus on cost cutting rather than process 
improvement; the negligence of the management to modify the evaluation and reward 
system; and finally, most reengineering initiatives primarily serve the interest of 
profitability and neglect to pay sufficient attention to the human dimension in the 
organisation. 
A major reason that has been mentioned by many authors to influence BPR success 
and failure is concerned with the cultural sensitivity of the BPR approach. Khoong 
[2.89] indicated that any approach to BPR would have to be culture sensitive, he 
added, " lack of culture sensitivity leads to mismatch of expectations and mismatch of 
application scope, and ultimately, resistance to change. " Caron et al [2.104], 
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mentioned that BPR is not applicable in every country and warned from BPR as a 
culturally based management approach. They recommended that management has to 
tailor reengineering to the characteristics of their culture and environment. Caeldries 
[2.105], in his review of Hammer and Champy's Book, Reengineering the 
Corporation, concluded that reengineering is another methodology in a long series of 
ethnocentric management methodologies. On the other hand, Jarrar and Aspinwall 
[2.103] conducted a critical review of 79 case studies from the reengineering 
literature. They concluded that the cases analysed produce no evidence to support the 
need of regional variations to the re-engineering concepts with regard to the basic re- 
engineering guidelines and methodology, however, at the operational level, tactics of 
BPR differ between individual organisations, as well as, countries. 
Many model and frameworks have been developed to date. Although they seem to 
differ in certain aspects such as the degree of use of IT and the level of details in 
analysing and studying the existing process before redesigning it, their major 
components are quite similar. The following is an overview of selected models and 
frameworks. 
Nwabueze and Kangi [2.78] developed a model consisting of three interrelated and 
sequential stages. Yhe Set up Stage: top management decides on reengineering, 
appoint a facilitator, form the reengineering team, create awareness and 
communication BPR across the organisation, and ensure a common language across 
board. Yhe Start-up Stage: train and educate on the tools of BPR, identify process 
champion, profile of the entire organisation, map micro and macro processes, 
questions why we do things the way we do. And finally, the Implement stage: radical 
redesign, streamline and improve on major processes, institute ownership of 
processes, set millstones, monitor, measure and manage improvements, reward 
accomplishments, continuously design-redesign with customer/market and employee 
input. 
Davenport [2.80] developed a framework for process innovation consisting of the 
following five steps. Identify processes for innovation, identify change enablers, 
develop process vision and process objectives, understand and measure existing 
processes, and design and build a prototype of the new process and the organisation. 
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Talwar [2.106] emphasised a strategy-driven approach to reengineering. He 
mentioned that the following six steps are key for business reengineering 
implementation. Building the vision of the reengineered organisation, planning how 
the vision will be realised, analyse the current structure and processes, redesign the 
business architecture, implement the redesigned organisation and processes, and 
finally measure the benefits and share the learning. 
Furey [2.107] developed a simple six-step model derived from the experiences of 
many firms to implementing process reengineering. His approach included the 
following steps. Identify the process's customer driven objectives, map and measure 
the existing process, analyse and modify the existing process, benchmark for 
innovative and proven alternatives, reengineer the process, and then implement the 
reengineered process. 
Roy and Roy [2.108] recognised that most BPR models are often characterised by an 
overemphasis on technical aspects neglecting human aspects. They proposed a model 
for reengineering based on two classes of variables; those that are related to technical 
aspects and those that are related to the social and human systems of the organisation. 
While most of the BPR's models and frameworks described in the literature are still 
subject to disputation, two points of views could be deduced in this regard: thefirst 
one is related to accepting the concept provided that major areas of deficiencies are 
resolved. These areas include: the approach to implementation is not holistic and 
deficient in addressing all issues related to business performance improvement, and 
the lack of identifying a causal relationship between the different components of BPR 
models and frameworks. Zairi and Sinclair [2.76] indicated that BPR must be 
integrated with other aspects of management if it is to succeed. The two aspects that 
have been mentioned repeatedly in the literature are strategic planning TQM. Vie 
second one is where some researchers went to the extreme and questioned the 
adequacy of the whole concept to achieve significant results. Grey [2.109], indicated 
that the basic contradiction of BPR consists of the fact that a hierarchically imposed 
vision of change in the interests of profitability is intended to secure the commitment 
of those who will ultimately suffer as a result. Thayer [2.110] described BPR as 
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"firing one-third of the people, and buying new computers for the rest. " Finally 
Webster and Black [2.111] indicated that 'big personnel reduction' is one of the more 
polite alternative names of BPR. 
The researcher disagrees with the opinion that the whole approach of BPR is invalid, 
nevertheless, he believes that the approach includes some deficiencies that could be 
resolved by integrating it with other improvement approaches such as TQM and 
Strategic Planning. Also the researcher sees that the most important concept in the 
whole approach is its radical departure from the traditional way of thinking. The 
researcher believes that this kind of new thinking should not be limited to the 
operational processes of the organisation; it could be also valid at the strategic and 
leadership levels of the organisation. 
2.5.4 Strategic Planning Models 
Today, most businesses are engaged in some form of strategic planning (SP), although 
the degree of sophistication and formality might vary considerably. Conceptually, SP 
is deceptively simple: analyse the current situation, set the targets, determine the 
direction, and develop means for achieving the mission. In reality, it is a more 
complex process, which demands systematic approach for identifying and analysing 
factors external to the organisation and matching them with the organisation's internal 
capabilities. 
The researcher has opted to include the SP topic within this review because, through 
its general application which is currently limited in many cases to financial and 
strategic planning and decisions, it could be an effective framework through which 
different improvement programmes and initiatives could be driven and implemented 
in a formalised way. This section gives a brief overview of the SP topic including its 
evolution, important definitions, the SP process, and problems associated with its 
traditional implementation. The section ends with recommended remediation as 
manifested by some researchers. 
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Pearce [2.112] indicated that the most significant improvement in management 
processes occurred during the 1970's when long term planning, new venture 
management, planning, programming, budgeting and business policy were blended 
together, and increased emphasis was put on environmental forecasting and external 
factors consideration in formulating plans. This new approach was known as 
"Strategic Planning or Strategic Management. "' Bounds [2.113] identified four stages 
in the evolution of the planning system: financial, forecast-based, externally oriented, 
and strategic management. 
Grant [2.114] defined strategy as the "determination of long run goals and objectives 
of an enterprise and the adoption of courses and the allocation of resources necessary 
for carrying these goals. " Herbert [2.115] defined SP as "a process intended to 
provide enhanced performance through a systematic analytic process. " Pearce [2.112] 
defined SP as "the set of decisions and actions that result in the formulation and 
implementation of plans designed to achieve desired objectives. " Certo [2.116] 
defined it as a "continuous interactive process aimed at keeping an organisation as a 
whole appropriately matched to its environment. " Thompson [2.117] defined strategic 
management as the "process by which an organisation establishes its objectives, 
formulates actions designed to achieve these objectives in the desired time scale, 
implements and assesses progress results. " Bhasin [2.118] indicated that strategy 
could be defined, on the macro level, as the "means by which the organisation tries to 
achieve its objectives. " 
Many authors and researchers have developed different approaches to the SP process. 
Reviewing their major works reveals that the SP process mainly comprises the 
following critical tasks [2.112] [2.114] [2.116] [2.117] [2.119] [2.120] [2.121] [2.122] 
[2.123] [2.124]. The formulation of the organisation mission statement reflecting its 
purpose and its top management's vision, philosophy and goals; development of the 
organisation internal profile and structure that reflect its internal capabilities (strength 
and weaknesses); assessment of the organisation external environment (opportunities 
and threats); analysis and evaluation of the organisation different strategic options and 
alternatives; identification and selection of the most desirable options; identification 
of long term objectives and grand strategies that will achieve the desired strategic 
options; identification of annual objectives and short term strategies that will achieve 
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and are compatible with long term objectives and grand strategies; implementation of 
the company strategic choices by assigning and co-ordinating tasks, people, structure, 
technologies and financial resources; monitoring and controlling the process and 
evaluating its success and; finally revising and recycling the process continuously. 
However, contemporary research finds that organisations continue to experience 
difficulties in the implementation of the traditional process of strategic planning. 
Recent research finds that eighty five percent of plans generated fail to make tangible 
difference to operations [2.125]. The following paragraphs explain major causes of 
these failures. 
Liedtka [2.126] argued that traditional approaches to strategic management are not 
suitable to the type of strategic thinking so urgently needed today and emphasised the 
need to create a capability for strategic thinking. She mentioned that major attributes 
of strategic thinking are holistic view, intent-driven, thinking in time, hypothesis 
driven, and intelligently opportunistic. She identified the following five differences 
between strategic thinking and traditional planning. Traditional planning assumes a 
future that is predictable while strategic thinking assumes a future only the shape of 
which can be predicted; traditional planning asserts control through measurement 
systems while strategic thinking relies on self-reference; traditional planning limits 
the role of employees to their present activities while strategic thinking requires 
moving beyond this limited understanding to an understanding of the larger system; 
traditional planning assumes the challenge of setting the strategic direction is 
primarily analytic while strategic thinking sees strategy and change as inescapable 
linked; finally, traditional planning focus on the creation of the plan as the ultimate 
object while strategic thinking sees the planning process as a critical value-adding 
element. She concluded that strategic planning, broadly conceived and reframed, 
could be linked with strategic thinking. Boyle [2.127], indicated that the connection 
between SP, strategic thinking and strategic actions are ill-defined and recommended 
their well-connection. 
Others authors underscored the importance of cultural factors in affecting the SP 
process. Herbert [2.115] argued that SP is one of those western management theories 
and techniques that have built-in culturally derived assumptions. He recommended 
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that explicit recognition must be given to the culturally-based assumptions underlying 
the SP process, with specific efforts made to establish the actual conditions under 
which planning is done in specific cultural environment. Harris [2.125] indicated that 
entrenched cultural values which are found to influence the initiation of planning, in a 
SP process, are those pertaining to: reactiveness, management practices, 
compartmentalisation, short-term cost orientation, internal focus, and finally stability. 
Many of early research in planning considered static domain, in which the state of the 
world was given at any instant. Various researchers have noted this limited capability 
of traditional planning systems and have proposed models for planning in dynamic 
and uncertain environments. Bonissone and Dutta [2.128] mentioned that as the world 
is dynamic, the planner must also ensure that, at every stage of planning, his choice is 
in agreement with the current evaluation of the world. They explained that the 
dynamic nature of the world might necessitate the change of earlier choices, making 
the ability to replan a necessary feature. They recommended the implementation of 
dynamic planning, of which they defined as the "process by which long term goals are 
transformed into short term objectives and tasks. " Haase [2.129] wrote, "strategic 
planning must be dynamic, " he explained that planning system must continually 
reassess and respond to changes, internally within the firm, and externally within the 
marketplace. 
Also, the fact that traditional strategic planning is based on a uni-directional approach 
to strategy, has caused a delay in the implementation of new strategies and led to 
inflexibility of re-routing the implementation process according to any changes in 
strategy in a relatively short period of time. Hansen and Tatum [2.130], indicated that 
the usual linear approaches to business strategy do not describe the proc ess of 
strategic-decision making and can limit firms' ability to recognise opportunities. 
Feurer [2.13 1] developed a parallel approach to the strategy development comprising 
three different processes, which have to be carried out in parallel. These are the 
formulation of strategic options, evaluation of the current competitive position, and 
determination of the process of strategic change. This approach also calls for a 
dynamic strategy formulation and alignment. 
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Finally, Burdett [2.132] mentioned that strategic plans fail when they do not motivate 
both management and staff. He emphasised that the timing to start the process has to 
be right and key decision-makers and managers have to understand and support the 
need to develop a strategic direction. Boyle [2.127] indicated that SP tends to be done 
by a few people at the top. As a result, it becomes a specialised arcane practice that 
remains a mystery to the rest of the organisation. He wrote, "the best strategies are 
those developed by the people who will be carrying them out. " Bartlett and Ghoshal 
[2.133], recommended that managers of today's large organisations must move 
beyond strategy, structure and systems to a new framework built on purpose, process, 
and people. They mentioned that the fatal flaw of the strategy-structure-systems 
framework lays in its underlying objectives: "to create a management system that 
could minimise the idiosyncrasies of human behaviour. " 
At the end, the researcher calls for the adoption of SP, but care has to be taken not to 
be run in parallel to other improvement programmes. SP should provide the 
framework that formalises the implementation of the different improvement 
programmes. Also, organisations should be mindful to the level of dynamism within 
their external environments and should consider the implementation of a dynamic 
process of SP if they are operating in dynamic and uncertain environments. 
2.5.5 Integrated Business Management Improvement Models 
Reviewing the literature of many improvement efforts, as shown previously, indicates 
that a large percentage of these efforts have failed. Research on these failures 
produced a list of critical failure factors, among which are the following. These 
approaches have been implemented as separate initiatives and in isolation of a holistic 
framework to improve performance. Also, the implementation of these approaches, 
have been applied mostly at an operational or tactical level with little attention being 
given to their integration within the overall strategic planning of the organisation. This 
has resulted, in many instances, in creating redundancies, inefficiencies and 
inconsistencies in organisational objectives and goals, in addition to the difficulty of 
establishing compatible measures of criteria of success for these isolated initiatives. 
Also confusion and lack of co-operation among employees were evident, as many of 
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them have begun to question about the next fad that their management will create for , 
the next month. 
In order to counteract such deficiencies, many researchers recommended the 
usefulness of integrating some of these approaches. Such integration is believed to 
produce a complementary approach for business improvement, because one 
improvement initiative does not necessarily replace the other, and the distinctive 
characteristics of one approach could be a strong enabler for the successful 
implementation of the other approach. 
Among the many different types of integration, TQNVSP and TQM/13PR have 
attained particular attention in the recent literature and will be reviewed in some 
details within this section. TQNI/SP has been suggested because it formalises the 
implementation of TQM and integrates it within the business plan of the organisation. 
The integration of TQM and BPR into a single coherent approach has been claimed 
by many researchers to resolve many deficiencies that the two concepts are claimed to 
have, and at the same time resolve the common problems facing their effective 
implementation. 
2.5.5.1. TQM Integration with SP 
Many researchers identified the lack of integration between TQM and SP as one of 
the major problems facing the effective implementation of TQM. Butz [2.134] 
indicated that the lack of integration limited TQM success. He stated that SP must be 
driven by customer and should provide the direction and context for TQM 
implementation. Marquardt [2.135] indicated that the close connection between SP 
and TQM not only increases the effectiveness of TQM implementation, but also 
strengthens the strategic plans by providing the overall management function that 
determines and implements such plans. Madu and Kuei [2.136] indicated that if the 
firm wants to survive and remain competitive, it must adopt the Strategic Total 
Quality Management (STQM) philosophy. McManus and Mills [2.137] stated that 
the starting point in implementing TQM is the generation of a SP. Juran [2.138] wrote 
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that "as long as TQM is not an essential part of the business plan, we can forget about 
obtaining results. " 
As a result of the need manifested by many authors to integrate TQM with SP, the 
term Strategic Quality Management (SQM) has emerged. SQM is defined by Juran 
[2.138] as a "systematic approach of setting and meeting quality goals throughout the 
company. " Aravidan et al [2.139] described Juran's definition as not exhaustive. They 
defined SQM as "the process by which quality management activities focus towards 
the long range direction and progress of quality enhancement strategies by ensuring 
the careful formulation through strategic quality planning, proper implementation 
through vital quality strategies, and continuous evaluation through quality 
improvement and control. " Tummala and Tang [2.67] defined TQM/SQM as a 
"comprehensive strategic framework linking profitability, business objectives, and 
competitiveness to quality improvement efforts with the aim of harnessing the human, 
material and information resources organisation-wide in continuously improving 
products or services that will allow the delivery of customer satisfaction. " The 
following represents some of the researchers' efforts to develop an integrated 
TQWSP model to improve business performance. 
Aravidan et al [2.139] developed a SQM model that includes the following phases. 
Developing a quality mission, developing a quality profile, listing and modifying long 
term and annual quality objectives, designing of quality and developing of SQM 
system. 
Recardo [2.140] introduced the following seven-step approach to implement SQM- 
Identify customer requirements, determine strategic direction, assess the current 
organisation, identify performance gap, strategically prioritising performance gaps, 
conduct root cause analysis, implement SQNL and periodically evaluate progress. 
Lakhe and Mohanty [2.141] introduced the following nine-step approach for TQM 
implementation. Understanding the organisational system, developing a strategic plan 
for the TQM effort, planning assumptions, specifying strategic objectives, specifying 
tactical objectives, implementation planning, project management, measurement and 
evaluation, and accountability. 
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2.5.5.2. BPR Integration with TQM 
Of particular interest is the relation between TQM and BPR. VVNle some conceive 
BPR completely unrelated to TQM, others perceive the two approaches as 
complementary [2.142][2.143]. The need to integrate the two approaches into a single 
coherent approach of operational change stems from the fact that this type of synergy 
could resolve the many deficiencies that the two concepts are having and at the same 
resolve the common problems facing their implementation. As such, it is worthwhile 
to start with exploring the similarities and the differences between the two 
approaches, and then investigating different models in the literature. 
The following list represents the similarities between the two approaches as indicated 
by many researchers [2.144] [2.76][2.36] [2.145] [2.146] [2.147] [2.148] [2.90] 
[2.149] [2.150]. The focus on processes as the primary unit of analysis; the 
importance of leadership commitment in driving and supporting the necessary change; 
the necessity to use metrics to gauge process performance; the need to address 
organisational and cultural issues at early stages; the importance of modifying the 
reward and incentives systems; the use of problem solving techniques, benchmarking, 
process mapping, and auditing; the substantial investment in time and resources; the 
essential presence of a dynamic strategy to drive improvement; the focus on customer 
as the principal driver for improvement; and the emphasis on communication, 
employees participation, involvement and empowerment. 
Despite these similarities, TQM and BPR remain distinctly different approaches as 
seen by many researchers. The followings summarise major differences between the 
two approaches [2.145] [2.151] [2.152] [2.153] [2.154] [2-1551 [2.156] [2.157]. 
Senior Management Involvement: TQM is a top down, bottom up approach where 
methodology comes down from the top, but improvement initiatives may come from 
the frontliners. Senior executives' involvement is important upfront and assumes a 
supportive role throughout, while reengineering, as a top down approach, senior 
executives assume intensive long-term involvement from start to finish. Intensity of 
Team Member Involvement: TQM is highly participative that involves everyone over 
a long period of time, BPR involves the full-time work of specific groups for a 
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specified duration. Improvement Goals: TQM focuses on incremental change of a 
process for continuous performance improvement, while BPR is periodic and focuses 
on achieving quantum improvement. Implementation Approach: TQM emphasises on 
improving current work processes, while BPR tends to emphasise on creating new 
ways of doing things with no regard to how things were before. Magnitude of 
Organisational Change: TQM is a moderate risk approach that causes limited 
disruption to existing systems and structures, BPR is usually associated with high risk 
and entails changes in job desiM management systems, and organisational structure. 
Role ofInformation TechnoloSD7: in TQNL the use of information systems is incidental 
to the success of the improvement program, while in BPR, information systems are 
used as central enabler. Scope ofFocus: TQM usually focuses on cross-functional or 
intra-functional narrowly defined processes or sub-processes, in BPR, it is critical to 
select broad, cross-functional processes. Finally, 7he Case ofAction: in TQNL the 
case of action is necessary, in BPR, the case is more compelling. 
Since the evolution of the BPR approach in the early 1990s, many researchers 
recognised the need to integrate it with and other improvement approaches such as 
TQK SP, and IT, in order to make effective complementary use of these approaches 
in pursuit of business excellence. Hill and Collins [2.158] indicated that in the case of 
TQM, this complementary fact has proved positive because both are underpinned by a 
long-term vision and change strategy, comprising many integrated elements. Pollalis 
[2-1591 mentioned that BPR is not an entirely new activity different from TQM and 
Information Systems Planning (ISP). He mentioned that the three are complementary 
elements of efforts towards process change management and should be co-ordinated 
within an organisation, however, certain activities are unique to each of them. Pryor 
and Pryor [2.160] indicated that organisations intending to reengineer their processes 
should use an improvement model, which encourages continuous process 
improvement in conjunction with process reengineering. Pereira and Aspinwall 
[2.16 1] wrote "one should look for the best features of TQM and BPR, avoid the most 
common mistakes that people make when implementing them. " They concluded that 
the best route for success should be a balanced one between the two approaches. 
Dixon et a] [2.162], stated that TQM training is a strong enabler for successful 
implementation of BPP, Alavi and Yoo [2.163] recommended that firms need to 
combine both BPR and continuous improvement in an on going TQM programme. 
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Finally Hill and Collins [2.164] indicated that using an integrated approach; BPR and 
TQM can produce a profile of organisational change characterised by periods of 
continuous improvement interrupted by episodes of radical innovation which serve to 
steepen the overall improvement/learning curve. 
Reviewing several integrated TQM/BPR models developed recently, it has been noted 
that these models are quite similar in two aspects. First, they allow for the selection 
between changing existing process and reengineering them according to the case of 
action. Second, after each reengineering phase, the process should be included in the 
continuous improvement programme to be monitored and fine-tuned. The following is 
examples of four TQM/BPR models. 
Harrison and Pratt [2.165] methodology strikes a balance between changing existing 
processes and redesigning them. They indicated that sometimes it is difficult to 
reengineer a specific process because it might be tied up to physical assets or other 
constraints that can't be overlooked. In such case, improvement starts with the 
existing framework. In other cases where processes defy repair, the solution will be to 
remove them. Their methodology consisted of the following steps. Set direction, 
baseline and benchmark, create the vision, launch problem-solving projects, design 
improvement, implement change, and finally embed a scheme of continuous 
improvement. 
Davenport [2.145] suggested the following four nonexclusive approaches to integrate 
continuous improvement activities (TQM) and innovation activities (BPR) within 
organisations. Sequencing change initiatives, creating a portfolio of process change 
programs, limiting the scope of work design, and undertaking improvement through 
innovation. 
Pereira and Aspinwall [2.161] developed a proposal for achieving successful 
improvement. Their proposal includes the following steps. Define organisation's 
mission and goals, understand/analyse current processes, select processes for 
improvement, and the last step involves a decision on whether to select incremental 
improvement or BPR options. 
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Similar to the model of Pereira and Aspinwall, Pryor and Pryor [2.160] developed a 
model where organisation could use continuous process improvement as well as 
process reengineering options to drive change within the organisation. 
Finally the researcher supports the integration approach, however, he believes that 
integrating two or three approaches will not resolve the need for developing a holistic 
model for improvement. If a comprehensive model is to be developed, further work 
has to be made to integrate other relevant approaches to business improvement. 
2.6 Culture Studies 
During recent years, there has been a growing trend in the organisation's research 
literature towards analysing the conduct of international and intercultural research 
studies. This could be attributed to the evolving of the globafisation concept, which 
has presented the organisations of today with the challenge of dealing with cultural 
diversity. This challenge, associated with the culture factor, has been manifested by 
Neal [2.166] at two levels. The organisational level, where negotiation styles with 
potential suppliers and customers are increasingly becoming nation-specific, and the 
multinational company level, where national difference has an important impact upon 
the relationship between overseas headquarters and subsidiaries in multicultural 
societies. 
The cultural aspects constitute an important element in this research because of its 
association with the applicability of the model in Jordan, a culture different from the 
cultures where the original ideas of the model have been originated. This section 
includes, selective definitions of the two types of culture; national and organisational, 
the phenomenon of culture bounds versus culture free. The section ends with an 
overview of previous work of some researchers regarding dimensions of national 
variations among countries, with due attention given to Hofstede work including 
supporting and opposing views. 
According to Hofstede [2.167], there are two types of cultures of different natures: 
national and organisational. He sees culture as a learning process and not inherited, 
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and therefore should be different fi7orn human nature and an individual's personality. 
He described cultural differences in the following four terms: symbols, heroes, rituals 
and values. National cultures are found to differ mostly at the basic value level, while 
organisational culture differs more evidently in their symbols, heroes and rituals. He 
defined national culture, as "the collective programming of the mind which 
distinguishes the member of one group or category of people from another. " 
Lewis [2.168] defined culture as "the customs, beliefs, art and all other products made 
by a particular group of people at a particular time. " Trompenaars' [2.169] definition 
for culture was rather simple "a shared system of meaning. " Tayeb [2.170] defined 
national culture "as a set of historically evolved learned values and attitudes and 
meanings shared by the members of a given community that influence their material 
and non-material way of life. " Trice and Beyer [2.171] defined cultures "as collective 
phenomena that embody people's responses to the uncertainties and chaos that are 
inevitable in human experience. " 
As far as the organisational/corporate culture is concerned, Hofstede [2.167] 
mentioned that most of the people who wrote about corporate culture described it as: 
holistic, historically determined, related to rituals and symbols, socially constructed, 
soft and difficult to change. His definition for the corporate culture was "the collective 
programming of the mind which distinguishes the members of one organisation from 
another. " 
Botero [2.172] defined organisational culture as "what is normal in the corporation- 
specifically social and behavioural norms, " he added that most of the Organisation's 
culture is developed unconsciously by the values and behaviours of the owner and/or 
manager. Quinn [2.173] defined organisational culture as the set of values and 
assumptions that underlie the statement "this is how we do things around here. " 
Turner [2.174] described it as specific episodes of more general national patterns. 
Chang and Wiebe [2.175] defined organisational culture as "the pattern of values in 
the Organisation that shape its artefacts and the behaviour of its member. " They 
developed four types of organisational cultures: group, development, hierarchical and 
rational. 
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An important subject that is currently creating lots of discussions and debates, is the 
phenomenon of culture bounds versus culture free. Trice and Beyer [2.171] 
recogaised that there is no agreement on how accurately national host cultures 
influence the internal operations of work organisations. They presented two views: the 
first view says that the external surrounding largely determines organisation's formal 
structures and internal cultures in ways that are consistent with differences in national 
culture. The other opposing view argues that many patterns of the organisational 
characteristics are universal and stems from the elemental requirements of organising 
or doing certain kinds of work. Subsequent paragraphs illustrate examples of both 
views. 
The followings are example of the first view. Geletkanycz [2.176] examined the 
influence of Hofstede's cultural dimensions on the executives' open-mindeness 
towards change using data from a survey of 20 countries. The findings revealed that 
culture has an important impact on executive mindset. Executives of different cultural 
background were not equally open to change in organisational strategy and leadership 
profiles. Moreover, the executives' views of appropriate leadership reflected their 
cultural norms more than their professional experience. 
Hempel [2.177] examined the role of national culture in designing multinational 
benefits programme using Hofstede's measures of national culture. He concluded that 
national culture has a strong role influencing the political factors and regulations that 
dictate many of the observed differences in benefits across countries. 
Tata & Prasad [2.7], developed a model based on Hofstede's two cultural dimensions, 
power distance and uncertainty avoidance, that exhibited connections between the 
success of TQM implementation, organisational culture, and national culture. They 
concluded that in low power distance/low uncertainty avoidance culture, companies 
are likely to have flexible-oriented cultures that are conducive to TQM 
implementation. In high power distance/high uncertainty avoidance cultures, 
companies are more likely to have control-oriented cultures that are not conducive to 
TQM implementation. 
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Jenner et al [2.178] discovered in a study of ten US managed joint ventures with 
Chinese enterprises in China that most of these companies had made no significant 
efforts to introduce modem management methods largely because they held pre- 
conceptions that such techniques could not be implemented by Chinese workers for 
cultural reasons. The study suggested that TQM and other modem management 
methods could be successfully implemented within Chinese companies through 
vigorous training programmes supported by effective top management commitment in 
order to overcome cultural factors. 
Newman and Nollen [2.179] utilised Hofstede's measures to study the relation 
between high business performance and business practices for work units in 18 
countries on three continents. They found that work units whose management 
practices fit better within their national culture have higher financial performance than 
units where the fit is not good. 
On the other hand and supporting the other view that patterns of the organisational 
characteristics are universal, Ronen [2.180] indicated that differences among 
organisation in different nations are not attributed only to the national culture in which 
the organisations are located, it could also arise and persist because of other factors 
such as the country's level of development, natural resources, infrastructure, 
demography, and level of education. 
Kanter and Com [2.181] indicated that national cultural differences do not necessarily 
increases the amount of tension between organisations. This has been supported by a 
pilot project conducted on eight mid-sized New England-based American companies 
which had been acquired by foreign companies, where nationality-based culture was 
one of the least significant variables affecting the integration of the companies and 
their organisational effectiveness. 
Tayeb [2.170] carried out a cross-national study in England and India to study 
whether cultural and social characteristics with people's work related attitudes 
influence the structure and systems of their work organisations. In his study, Tayeb 
expanded on Hofstede's work by including additional cultural dimensions: 
commitment, trust, and communication. The study indicated that socio-cultural 
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characteristics were not the only factors which affect the way organisation managed 
and structured. Non-cultural factors such as age, occupation and education may also 
play a significant role in shaping organisations, and their members' attitudes and 
behaviour. 
Trice and Beyer [2.171] propositions to integrate the two views of culture bounds 
versus culture free, is to look into the features of the organisation on which each 
focuses. They concluded that culture will most likely influence those aspects of the 
organisations involving relations with individuals like management policies, 
leadership style, communication patterns, and informal structures, it is least likely to 
affect the technical core of the organisation. 
Neal [2.166] described the following five strategies to combat problems associated 
with differences in national culture on the organisation. Scrapping corporate culture, 
establishing integration team, managing the culture factor locally, encouraging 
language training, and preparing managers for foreign assignments. 
The literature contains number of researchers who examined dimensions of national 
variations among countries. Turner [2.174], considered the following four issues that 
powerfully pattern the cultures of different nation. Manager-worker tension, hierarchy 
or equality in communications, analytic or synthetic styles of thinking, and 
individualism and co-operativism. 
Geert Hofstede contribution [2.167][2.182][2.183][2.184] on differences in national 
culture values has been enormously influential in the field of international business 
studies. He classified the national cultures along four dimensions: large versus small 
power distance, strong versus weak uncertainty avoidance, individualism versus 
collectivism, and masculinity versus femininity. These differences were detected, in 
the early seventies, through a comparison of the values of a matched sample of 
117,000 people working in 64 different national subsidiaries of EBM Corporation, 
similar in all aspects except nationality. On the basis of their answers, he computed 
figures that indicated the relative positions on his developed dimensions of the 
different countries. 
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Michael Bond of the Chinese University, studied value differences among students in 
23 countries. 11is study produced 4 dimensions. The first three were identical to 
Hofstede's power distance, individualism and masculinity dimensions while the 
fourth dimension was called "Confucian Dynamism", of which Hofstede, afterward, 
renamed it to Long-term versus Short Tenn Orientation and added it to his previous 
four dimensions. 
Since the original publication of Hofstede study in his book, Culture's Consequences 
in 1980, his work has been received with great arguments and controversy among 
many researchers. Some researchers commended his work and indicated that it 
demonstrates numerous strengths over alternate culture values frameworks, while 
others uncovered inconsistencies and contradictions that raise doubts along his 
methodology and called for caution in the citation of the cultural figuresthathe 
generated. 
In support to Hofstede work, Geletkanycz [2.176] summarised the commentaries of 
the following leading researchers and scholars: I Hickson, M. Hoppe, V. Shackleton 
and A. Ali, D. Hambrick and G. Brandon, B. Kogut and H. Singh and S. Shane. Their 
major points were: the study represents the most exhaustive cross-cultural 
investigations of values conducted to date; the study have been successfully replicated 
by several independent scholars using different samples and alternate time intervals; it 
meets critical standards of validity and reliability; in addition to the sheer breadth of 
countries for which it offers value measures makes it well suited to large scale cross 
cultural investigations. Other researchers such as Hempel [2.177], mentioned that 
Hofstede's work provides a powerful way of looking at differences across number of 
different cultures. He added that the power of Hofstede's measures of culture is that 
they provide a very general set of dimensions that can be used to examine all cultures. 
Also, Tata and Prasad [2.7] indicated that among the number of people who examined 
dimensions of national variations among countries, Hofstede's work is particularly 
more suited for understanding TQM implementation in different countries. 
Conversely, Tayeb [2.170] indicated that the study did not empirically investigate the 
relation between the dimensions of work-related values and attitudes and the 
structures of the organisations whose managers participated in the study. Neal [2-166] 
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mentioned that the whole study has been based on a single multinational company, 
which prided itself upon a strong corporate culture. Hempel [2.177] criticised that 
there are many specific aspects of individual cultures that are not taken into account. 
Trice and Beyer [2.171] described the study "as no more than suggestive, " they added 
that the study focused on only four sets of values and suggested that some national 
culture may have values that this research did not consider. 
Due to the fact that Hofstede work is selec ' 
ted by the researcher for explaining the 
influence of the national culture values in the application of the research model in 
Jordan, more elaboration will be given to the four cultural dimensions, as developed 
by Hofstede [2.167][2.182][2.183][2.184]. 
I st. Power Distance (PD): it is defined as the degree of inequality among people 
which the population of a country considers as normal: from relatively equal 
(small power distance) to extremely unequal (large power distance). PD 
represents the extent to which the less powerful members of organisations 
within a country expect and accept that power is distributed unequally. 
2nd. Uncertainty Avoidance (UA): it is defined as the degree to which people in a 
country prefer structured over unstructured situations. Structured situations are 
those in which there are clear rules as to how do things. UA thus represents the 
extent to which the members of a culture feel threatened by uncertain or 
unknown situations. This feeling is expressed through nervous stress and in a 
need for predictability, a need for written and unwritten rules. In countries with 
high UA, people tend to show more nervous energy, while in countries, which 
score low, people are more easy going. 
3 rd. Individualism (IIDV): it is defined as the degree to which people in a country 
prefer to act as individuals rather than as members of groups and every one is 
expected to look after himself and his immediate family. The opposite of 
individualism is collectivism and pertains to societies in which people from 
birth onward are integrated into strong cohesive in-groups, which throughout 
their life continue to protect them in exchange for unquestioning loyalty. 
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4th. Masculinity (Al) and its opposite pole Femininity (F): M is defined as the 
degree to which values like assertiveness, performance, success and 
competition, which in nearly all societies are associated with the role of men, 
prevail over values like the quality of life, maintaining warm personal 
relationship, service, care for weak, and solidarity, which are more associated 
with the role of women. Women's role differs from men's role in all countries. 
When the differences are large, the dominant values are Masculine and the 
society is tough to its people. If the differences are relatively small, the 
dominant values are more feminine and the society is tenderer to its people. 
The fifth dimension which has been developed by Professor Michael Bond, "long- 
term orientation" (LOT) as against "short-term orientation, " shows that values 
positively related to LOT are thrift and perseverance while values negatively related, 
are aspects for tradition and fulfilling social expectations. However, this dimension 
was not part of the Hofstede original survey and has no scores generated from the data 
gathered. 
Table (2.1) [2.183] shows the relative positions on these four dimensions for a sample 
of 10 countries and regions. These scores represent central tendencies in the answers 
and there is hardly an individual who answers each question by the mean score of his 
or her own group. 
The scores of the Arab countries in the survey were based on the average scores of the 
following countries: Egypt, Iraq, Kuwait, Lebanon, Saudi Arabia, Libya and the 
United Arab of Emirates. The results show that Arab countries exhibit large power 
distances and strong uncertainty avoidance; suggesting inequalities are emphasised 
and uncertainties avoided. They exhibit neutral on the Nu and low on the IDV; 
suggesting a moderately masculine and collectivist society. 
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Table 2.1 Cultural Dimension Scores for 10 Countries (O=Iow, 100=high) [2.1831 
Country/Region Power Distance Uncertainty 
Avoidance 
Individualism Masculinity 
Arab Countries 80 68 38 53 
France 68 86 71 43 
Germany 35 65 67 66 
Great Britain 35 35 89 66 
Netherlands 38 53 80 14 
Hong Kong 68 29 25 57 
Japan 54 92 46 95 
Brazil 69 76 38 49 
USA 40 46 91 62 
West Affica, 77 54 20 46 
2.7 Summary of the Literature Review 
This chapter is meant to give a detailed overview of major improvement approaches 
that are repeatedly mentioned in the work of several authors and researchers and had 
the opportunity of being implemented and tested as good and successful practices in 
several organisations. As multidisciplinary approaches, they encompass large number 
of other improvement approaches, and reviewing them would implicitly mean 
involving all other approaches that fall under them umbrella. The following presents a 
brief description of major issues identified in the literature review that justifies the 
need for developing a new business improvement model to resolve them: 
I St. No real attempts have been made to develop a business improvement model 
that addresses all issues related to improving business performance. 
Improvement approaches have been implemented as separate initiatives and in 
isolation of a holistic framework to improve performance. This deficiency is 
found to exist on two levels of the improvement approaches. The first is on the 
level of well-established models and frameworks of TQK and BPR. While the 
second is on the sub-levels of these models and frameworks, where different 
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improvement approaches within these models and frameworks are not well 
integrated. 
2nd. Most of the existing business improvement models and frameworks present 
lists of characteristics. They are deficient in identifying a causal relationship 
between their components with little or no emphasis on the logical links 
between their components. 
3rd. TQM models have deficiencies in certain areas. The advent of the widely 
spread quality award schemes has resolved many of these deficiencies; 
nevertheless, these awards are still subject to criticisms by many researchers 
and practitioners. The major ones are: the lack of comprehensiveness among 
the different awards, their lack of integration within the business planning 
process of the organisation, and finally the awards are only applicable to large 
organisations who have been undertaking quality improvement for a number 
of years where a certain level of knowledge is necessary. 
4th. Improvement approaches are applied mostly at an operational or tactical level 
with little attention being given to their integration within the overall strategic 
plan of the organisation. The genuine danger is when these approaches become 
a missing link: a programme that runs parallel to the main thrust of the 
organisation. 
Sth. A major reason that influences improvement approaches success is concerned 
with the cultural sensitivity of the approach. Many improvement theories, 
approaches, models, and techniques such as BPR, and SP are described by 
many researchers, as having built-in culturally derived assumptions. This 
situation is contributing to the failure of many of these approaches when 
implemented in a culture different from their western-originated culture. A 
critical reason is the resistance of management and employees to changes and 
requirements prescribed by these approaches. 
6th. Many business improvement models and frameworks' focus for change is 
primarily technical, dealing with systems and procedures while neglecting 
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human aspects. BPR has been described by many authors as one of the leading 
approaches that neglect the human aspects. This problem could be partly 
attributed to the founders who are often technical people, whereby; their 
strengths and expertise are focused on the mechanical 'hard' part of the process 
rather than the 'human' soft issues of the process. Their knowledge of 
organisational theories is often limited. 
7th. The limited capability of traditional unidirectional planning systems to function 
in dynamic and uncertain environments. 
2.8 Characteristics of the New Business Improvement Model 
After the comprehensive and detailed review of related and relevant literature, the 
following suggests themselves as the ma or characteristics of the new business i 
improvement model: 
Ist. The model must be holistic and allow for the integration of the different 
improvement approaches as appropriate. The objective is to synthesis theories 
and approaches from previous literature on organisational design and theory, 
change management, strategic planning, improving performance, into a 
coherent model that will help organisations achieve fit in the complex change 
process. 
2nd. The model should allow for integrating the different improvement approaches 
within the overall strategic plan of the organisation. 
3rd. The model must identify a sequential as well as a causal relationship between 
its different components. 
4th. The possibility of adapting the model to be implemented in larger organisations 
as well as small and medium sized organisations. 
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Sth. The model should allow for investigating the cultural sensitivity of 
improvement approaches if applied in a different cultural environment than the 
originated culture, and efforts should be made to establish the actual conditions 
under which improvement is done in specific cultural environment. 
6th. The model should place special attention to human factors and behavioural 
aspects of the people, in addition to its focusing on other technical and 
operational issues. 
7th. The model should allow for investigating the level of dynamism in the external 
environment of the organisation, and should consider the implementation of a 
dynamic process of SP if the organisation is operating in dynamic and 
uncertain environments. 
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Chapter Three 
Methodology 
3.1 Introduction 
Research methodology or research design as some authors prefer to call is simply 
defined by Naoum [2.1 ] as "an action plan from getting from 'here'to 'there, where 
'here' may be defined as the initial sets of questions to be answered, and 'there' is 
some set of conclusion (answers) about these questions. " And in getting from 'here' 
to 'there', a number of major steps is involved. Equally, Oppenheim [3.1] defined 
research design as the basic plan or strategy of the research. According to Brenner et 
al [3.2] research methodology or research design is classified into two types, namely 
'quantitative research, and 'qualitative research'. 
Naouni [2.2] indicated that quantitative research is 'objective' in nature. He cited 
Creswell definition of quantitative research "as an inquiry into asocial or human 
problem, based on testing a hypothesis or a theory composed of variables, measured 
with numbers, and analysed with statistical procedures, in order to determine whether 
the hypothesis or the theory holds true. " He concluded that quantitative research is 
selected when the researcher wants to find facts about a concept a question, or an 
attribute, or when he wants to collect factual evidence and study the relationship 
between these facts in order to test a particular theory or hypothesis. 
On the other hand, Naourn [2.2] mentioned that qualitative research is subjective in 
nature. It emphasises meanings, experiences, and description. He indicated that the 
quantitative research can be classified under two categories of research, namely 
exploratory and attitudinal. He explained that exploratory research is used when the 
researcher has a limited amount of knowledge about a certain topic, and the need is 
for a clear and precise statement of the recognised problem. However, attitudinal 
research is used to subjectively evaluate the opinion, view, or the perception of a 
person, towards a particular object. Nevertheless, the data gathered under the 
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qualitative research can later be quantified to some extent, but a qualitative approach 
tends to value the data as qualitative. 
In order to achieve the objectives of any research, many social researchers suggest 
different stages or cycles of stages. The following presents five stages that most 
researches normally go through [2.1][3.1][3.3][3.4]. Although these stages are 
represented as a series of discrete stages, Arber [3.3] mentioned that in practice a 
number of these stages are generally in progress at the same time. 
1st. Deciding the objective of the research: this stage normally starts with general 
objectives, which then leads to a statement of specific objectives. 
2nd. Reviewing the relevant literature: the review should provide a picture of the 
state of knowledge and of main questions in the subject area being 
investigated. 
3rd. Preliminary conceptualisation of the research: this stage involves the 
development of an improved and more detailed statement of the research's 
objectives as a result of the detailed literature review conducted in the previous 
stage. 
4th. Deciding which hypothesis (or key questions) will be investigated: if the 
research is designed to test or validate a hypothesis or a conceptual theory 
(quantitative research), then a hypothesis needs to be established which should 
clearly and specifically state the position for the argument or investigation. If 
the research is designed to develop a theoretical model or framework 
(quantitative research), then a number of key questions need to be formulated 
which should state the position for the arguments or investigations. 
5th. Designing the necessary research instruments that will be used to achieve the 
objectives. This stage includes designing the research's techniques such as 
questionnaires and interviews, piloting the research techniques, designing the 
sample, executing the techniques, processing the data, and analysing the 
results. 
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Finally, research techniques such as interviews, questionnaires, unobtrusive measures, 
participant observations, critical incidents, etc... present themselves as options or 
combination to use if a qualitative or quantitative approach is to be realised. Each has 
its merits and demerits, but the crucial fact is the ability to use the right method or a 
combination of methods for a particular study. However, deciding on which type of 
approach to follow, depends on the purpose of the study and the type and availability 
of the information which is required. 
3.2 Methodology Selection 
Since the objectives of the research are to develop models, rather than to test a theory 
or a hypothesis, the methodology adopted throughout the course of the research 
followed the qualitative approach, however, in one case, the researcher used the 
quantitative approach. Still, he analysed the data gathered under the qualitative 
approach using quantitative methods and techniques. The Statistical Product and 
Service Solutions (SPSS) Package release 7.0 is used to analyse the different survey 
results. 
The qualitative approach was used in four of the five surveys that the researcher 
conducted. These surveys include the LIK expert's survey, the UK leading companies' 
survey, the Jordan's companies' performance survey, and the JIO's informal survey. 
In these surveys, the objective was to subjectively evaluate the opinions, views, and 
perceptions of the respondents, rather than generalise the results on the population 
understudy. According to Brenner et al (3.2], these surveys are characterised by small 
samples, less than 50, and long interviews, more than two hours. Validity and 
reliability were not conducted due to the subjective nature of the research and the one- 
off nature of these surveys. These surveys are described in more details in the 
methodology outline section of this chapter. 
The quantitative approach was used in the Jordan national culture survey, where 
generalizing the results on the population of the industrial sub-culture was essential in 
this case. As recommended by Brenner et al [3.2], the sample size was more than 100 
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and the researcher was able to investigate the validity (criterion-related validity), and 
reliability of the survey. The details of this survey are also found in the methodology 
outline section of this chapter. 
3.3 Approaches to Data Collection 
The researcher Used two major approaches to data collection, namely fieldwork and 
desk research. 
Ist. In the fieldwork approach or what is normally called as primary data 
collection, two approaches were used. The first one is the survey approach, 
while the other one is the case study approach. The survey approach also 
involved descriptive and analytical surveys. Descriptive surveys included the 
UK expert's survey, the questionnaire part of the LTK leading companies' 
survey, the Jordan's companies' performance survey, and the JIO's informal 
survey. Analytical surveys included the Jordan national culture survey, where 
the objective was to come with the cultural indices through establishing 
relationship and association between the different attributes. 
The case study approach was used in the UK leading companies' survey 
because the researcher intended to support his argument and validate his 
model's content by an in-depth analysis of the ten companies selected for this 
purpose. In this approach, the researcher used both the descriptive and the 
analytical methods. Five case studies are presented as part of the research 
model's content validation process in chapter five. 
2nd. The researcher used the desk research approach or secondary data collection 
in the national cultural study. He used data developed by other researcher, 
Geert Hofstede, to compare Jordan's cultural indices with Hofstede developed 
indices for other countries. A major reason for using this approach is related to 
time and cost factors. 
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3.4 MethodologY Techniques 
According to Newel [3.5], three major research techniques are used to elicit data and 
information. These are the postal surveys, face-to-face interviews, and telephone 
surveys. The researcher excluded the telephone surveys because such surveys have 
been described by many researchers as less effective with social surveys than they are 
with market research surveys. Also the qualitative nature of this research entailed long 
interviews, and concentration and full attention from the part of the interviewee, 
which the telephone surveys, could not provide. In this research, postal questionnaire 
surveys, face-to-face interview, and their combinations were used to elicit data and 
information from the respondents. 
Ist. Postal surveys: this type of surveys was used in the UK expert's survey, 
where the objective of the survey and the questions involved were clear 
enough to be explained in few pages of print. 
2nd. Face-to-face interviews: two types of interviews were used, the less 
structured, and the unstructured interviews. The less-structured interviews 
were used in the LTK companies' survey, where the objective was to validate 
the model's content by investigating the views and perceptions of the 
respondents. The unstructured interviews were conducted with the HO 
informal survey, where the objective was to test the applicability of the model 
in the JIO, and to come up with recommendations for modifications to suit the 
Jordanian case. 
3rd. A combination of the above two approaches was conducted in the Jordan's 
companies' performance survey, and the Jordan national culture survey. 
Questionnaires were sent off by mail or through Jordanian management 
consultants. Interviews were conducted with the respondents to explain the 
research objectives, clarify some questions, which are written in the English 
language, remove any misunderstanding in some questions, encourage 
completing the questionnaires, and finally assure confidentiality of the 
respondents' answers. 
62 
3.5 Methodology Outline 
In order to achieve the first and second objectives of the research, the researcher 
developed a five-stage methodology taking into consideration all the critical stages 
that researches normally follows. However, the methodology was characterised by the 
following two features. First, the researcher conducted several surveys (five surveys) 
at the different stages of the model's development in order to reflect the different 
knowledge and experiences of the people involved, in the final model. Second, the 
researcher performed validation processes at the two critical stages of the model 
development, the conceptual model development stage and the final model 
development stage. 
The following present the five stages adopted by the researcher. Planning the research 
stage, literature review stage, development of the conceptual model stage, 
development of the final comprehensive model stage (the first objective), and finally 
the applicability of the model in JIO (the second objective). 
The following gives an overview about each stage of the adopted methodology. The 
sequence of the steps of the research work is shown in figure (3.1). 
Ist. Planning: this is an essential stage to determine the first and second objectives 
of the research. This was achieved by deciding on the general scope of the 
research topic and then narrowing it down to the actual objectives. To reach the 
first objective of the research, preliminary reviews of related literature were 
conducted; specific attention was given to current areas of research and 
initiatives supported by the industry and the government of the UK. The 
second objective was reached by holding informal meetings and interviews 
with leading Jordanian industrial entrepreneurs as well as high ranking and 
decision-making officials working in the field of industrial development. This 
was done to establish a synergy between the research work and the 
development initiatives undertaken by the Jordanian government and private 
sector organisations. 
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2nd. Literature Review: this stage was crucial to widen the knowledge of the 
researcher, update him about newly developed concepts, as well as verifying 
the contribution to original knowledge of the research understudy. The 
objective of this stage is to explain and gives detailed information of the work 
of other researchers and scholars relevant to the research work. Also, to 
critically examine their contribution with a view to identifying similarities in 
the work made by previous researchers, contradictions and controversies, 
criticisms and areas of theoretical or practical weaknesses, where the research 
is expected to resolve. The literature review has been an ongoing process 
throughout the course of the research as the researcher was keen to 
continuously review related literature and follow-up on developments and 
progress made in the area of the research. 
The review consisted of a comprehensive and detailed review of all sources of 
information related to the topic of the research. The survey included the review 
of the following types of references: books, English theses, DTI promotional 
publications, English newspapers, journal articles, conference papers and 
proceedings, video films, and specialised CD-ROMs and data bases such the 
BIDS, OCLS First Search and EBSCO. 
It involved a wide spectrum of topics, however, these topics were boiled down 
into four improvement approaches which are Management of Change, Total 
Quality Management, Business Process Reengineering, Strategic Planning, in 
addition to Corporate Culture and National Culture. Chapter two includes the 
rationale behind this grouping, how the literature review was carried out, and 
the important issues to be included in the research model. 
3rd. Conceptual Model Development: as a result of the intensive review of related 
literature conducted in the previous stage, the major structure 'criteria' of the 
research model were constructed. In order to ascertain the theoretical 
foundation of the model and its originality at early stages of the research, the 
central tenets of the model as well as its content were validated by conducting 
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an exploratory survey investigating views and perceptions of prominent UK 
practitioners and experts. The following describes the survey process. 
a) Survey Objective 
The main objective of the survey is to validate the theoretical foundation of the 
model by establishing a strong basis for the research major criteria and new 
ideas, and ensure the usefulness of the model and its underlying values in the 
UK. The researcher selected the 'content validity' type for its appropriateness 
to the qualitative nature of the research. 
b) Construction and Administration of Survey Questionnaire 
The postal survey was selected for this purpose. Many considerations were 
taken while constructing the questions of the survey. Alternatives were studied 
before deciding on the contents, sequencing, and wording of each question. 
The questionnaire was then piloted among 6 researchers and academics at 
Loughborough University and the University of Birmingham. Their views and 
comments were reflected in the final draft of the questionnaire. 
The questionnaire comprised of twenty-five questions, in addition, to an 
attached form where the respondent was able to make additional comments. It 
was sent off by mail with a covering letter from the supervisor of the research 
and the researcher explaining the objectives of the research and requesting its 
completion. 
C) Types of Questions 
There is only one type of question, which is the closed question. Alternatives 
to the questions indicated various degrees of agreement (highly agree, agree, 
neutral, disagree or highly disagree) on a Likert type scale. An empty form is 
attached to the questionnaire to allow for the different comments that the 
respondent might have on each individual question. The questionnaire is 
shown in Appendix (A). 
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d) Sampling Details 
Since the main objective of the survey is to validate the model by having 
critical appraisal of the model's ideas without any intention to generalise it to 
the population that are being sampled, a qualitative approach was chosen by 
selecting non-probability purposive sample [3.4]. The questionnaire was 
designed and distributed by mail to 45 UK prominent experts in the different 
fields of business improvement. The experts included editors, chief editors, 
and writers from prominent quality and business management journals such as 
the Total Quality Management Journal, the Quality and Reliability 
Engineering Journal, the Human Resources Management Journal, and the 
Operations and Production Management Journal. The questionnaire was also 
sent to directors and experts from international quality management centres 
including the UMIST Quality Management Centre, the European Centre for 
Total Quality Management, Nottingham Trent University Quality 
Management Centre and The Institute of Quality Assurance. It was also sent to 
quality and business management academics in some distinguished UK 
Universities. Out of the 45 questionnaires that were distributed, 19 were 
returned completed constituting a 42% return rate. This rate is considered high 
with respect to the common response rates in postal survey, which are 
normally of the order of 30% or less (3.6]. 
e) Analysis of the Results of the Survey 
Despite the qualitative nature of the survey, a qualitative analysis was used. 
The Statistical Product and Service Solutions (SPSS) Package release 7.0 was 
used to analyse the survey results. A series of checking operations on the 
complete data has eliminated any errors that may have crept in during previous 
stages of the survey. The survey results and its analysis are presented in 
chapter 5 
4th. Final Model Development: based on the outcomes of the exploratory survey, 
a modified comprehensive model was developed with detailed descriptions of 
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its major and sub-criteria. The model was constructed to reflect development 
on the already existing models and approaches, and to add other aspects that 
have not been considered in previous works. The model also eliminates the 
gaps in existing business models by integrating several improvement 
approaches such as TQM, BPR and self-assessment into the organisation's 
business plan, identifying a causal relationship between its components, and 
providing a step-by-step modular approach for achieving business 
improvement. The cultural dimensions are included in the model, at both the 
corporate and the national levels, as significant determinants that support and 
drive expected change in an organisation. 
The final model is the result of two further validations 'content validation'. 
The first involved validating the theoretical background of the model by cross- 
referencing the model's major criteria and selected sub-criteria with 
established concepts in the literature. A cross tabulation was constructed to 
relate the model's concepts with supporting references; wherever possible, 
more than one reference was mentioned. The second involved the practical 
validation of the model through less structured interviews conducted with 10 
leading UK-based manufacturing and services companies who show 
remarkable success in their approach and methodology to achieve business 
excellence. Besides validating the model's criteria, these interviews have 
enriched the researcher knowledge, by enhancing the practical side of the 
research work besides the theoretical foundation gained from the literature 
review step. Chapter five explains the results of these validation processes. 
The final model was then compared with other existing models and 
frameworks of improvement. These improvement models and framework are 
the European Quality Award Model (EQA), the Malcolm Baldrige National 
Quality Award Model (MBNQA), and UMIST Quality Improvement 
Framework. This is done to give proper justification for the use of the model 
by presenting its distinguishing features in comparison with other related 
models of improvement and frameworks. 
The following presents a description of the practical validation survey. 
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a) Survey Objective 
The objectives of the survey are three-fold: 
To validate the model's contents (major criteria and sub-criteria) in 
terms of their importance, applicability, location in the model, and 
cultural sensitivity. 
To validate the model's contents through a case study approach. This 
includes examining what quality management and the quest for 
excellence mean to five of the interviewed companies, how they have 
managed successfully both business and organisational changes, and 
how their approaches are similar to the ones presented in the research 
model 
3. To take the opinions and comments of the respondents about the 
research model, its importance to their operations, their readinessto 
adopt the model, and its originality in terms of adding new features to 
their existing models and approaches. 
b) Construction and Administration of the Survey 
In order to achieve the objectives of the survey, the researcher selects the face- 
to-face interview approach rather than the postal survey approach. The 
interview approach was selected for the following reasons [3.4]. First, it 
prevents any sort of misunderstanding that the respondent might encounter in 
postal mail surveys. Second, its flexibility for the exploration of areas where it 
is difficult to select questions, formulate them, or add questions that are not 
originally in the survey. Third, it is the more appropriate technique for 
revealing information about complex and specialised subjects, such as in the 
case of the model, where respondents would never be able to understand the 
details of the model without the presence of the researcher. On the other side, 
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selecting this approach have limited the number of people participating in the 
survey to ten. 
The researcher conducted the interviews after an introductory phone call made 
from the supervisor of the research explaining the objectives of the research 
and the interviews. The survey included a mixture of standardised interviews 
and less structured interviews. Due to the qualitative nature of the survey, the 
lengths of the interviews were in the average two hours. In some cases they 
lasted for four hours. 
The interviews comprised of five stages. The first included a general 
introduction about the researcher, explanation on how the interviewees came 
to be selected, the purpose of the survey and the research, and finally the 
confidentiality of the answers. The second involved giving the respondent 
around thirty minutes to talk about his company and their improvement 
approach. The third began with around thirty minutes presentation of the 
model, including its concept and background, major characteristics, areas of 
originality, and finally its major criteria and sub-criteria. The fourth involved 
discussing the research model and expressing comments and recommendations 
by the respondents. The fifth included completing a questionnaire designed to 
validate the model's major criteria and sub-criteria and to explore the size and 
cultural sensitivity of the model's major criteria and sub-criteria. At the end of 
the interview, the researcher requested all available material concerned with 
the companies' model of improvements. 
C) Types of Questions 
To prepare for the less structured interviews part of the survey, the researcher 
listed a framework of topics and aspects of questions he planned to cover. 
However, the manner in which questions were asked and their timing were left 
largely to the researcher discretion. 
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The standardised part of the interview comprised of questionnaire where 
questions were presented with exactly the same wording, and inthesame 
order, to all respondents. 
The questionnaire presents fixed alternatives or closed question. These 
alternatives are yes or no, or indicating various degrees of approval or 
agreement (1 to 5) on a Likert type scale, or a series of replies of which the 
respondents pick the one closes to their position. The questionnaire is shown 
in Appendix (B). 
Sampling Details 
Ten companies were selected for the purpose of this survey. These are: Bass 
Brewers, JC Bamford QCB) Excavators, Jaguar Daimler, High Performance 
Technology ICL, Rover Group, Uster Carpet Nfills, Hewlett-Packard (HP), 
The Boots Company, British Telecommunications (BT), and British Gas (BG). 
They are all in the manufacturing area except for BT and BG in the services 
domain. They all have overseas subsidiaries with a history back to 18t" 
century (Bass Brewery, 1777), 19'h century (BT & Boots, 1850), and the 
beginning of the 20'ý' century. All these companies, except for Uster Carpet 
Nfills, are characterised by large number of employees ranging from 3,000 at 
JCB to 120,000 at BT with an annual turnover ranging from around 1,000 
million GP at JCB to 42,000 million GP at HP in 1997. 
All the ten companies share common attributes. Five of them are Award 
Winners of the UK Quality Award for Business Excellence (Rover Group, 
1994; ICL, 1995; Ulster Carpet Mills, 1996; BT Business Division, 1997; HP, 
1997). They are all competitive companies having their established records of 
success. The cases share a number of features common to winning companies. 
They combine a model that defines "quality management", which integrates 
several improvement approaches to structure or guide the change process in 
their organisations. There successes are either a continuation of previous 
achievements, or the result of major restructuring triggered by internal and 
external organisational problems that forced them to rethink their 
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fundamentals. These characteristics make the selection of these companies 
ideal for validating the research model, especially with its comprehensive 
nature. 
The respondents were mainly senior employees who had and still have true 
involvement in the change process in their organisations, and some of them are 
considered as the main motivators and champions of change such as Mr. 
Daniel Mclarnon, the Director of Ulster Carpet Mills. -Also, having the 
pleasure of meeting Mr. Cedric Brown, the former C. E. O. of British Gas was 
extremely beneficial to see the role of the leadership in making change 
happens. The complete names, positions, ages, and levels of education of the 
respondents are shown in Appendix (B). 
5th. The Applicability of the Model in JIO: the purpose of this stage of the 
research work is to test the applicability of the model in HO and give 
recommendations for its effective implementation in JIO. 
The Jordanian case was treated from the two perspectives of non-cultural and 
cultural factors. Non-cultural factors that might influence the acceptance of 
new concepts and management methodology by Jordanians. Such concepts are 
not necessarily evolved within their own cultures, and entail certain 
preconditions for their successful implementation. These factors which include 
the country's level of development, infrastructure, economy, natural resources, 
demography, and level of education, were briefly discussed. This was 
followed by an analysis of Jordan's positive and negative factors with respect 
to its capacity to adopt new management trends and change ideas. The non- 
cultural factors are discussed in the first part of chapter 6. 
The second perspective is related to cultural factors. A national culture survey 
was conducted as a development of Hofstede's recommended questionnaire. 
The position of Jordan is established and compared with other countries in the 
survey. As a result of this national survey, several components of the model 
were highlighted to be cultural sensitive, where special attention has to be 
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given when implementing the model in Jordan. The following presents a 
description of this survey. 
a) Survey Objective 
The main objective of the survey is to describe the characteristics of Jordanian 
industrial sub-culture in terms of quantifiable parameters that can be used to 
discriminate it from other national cultures. Such parameters can be used to 
study the influence that cultural factors could have on the structure and 
implementation of the research model within JIO, especially because the 
model was developed from western concepts and ideas, and validated in 
western organisations too. 
In identifying these quantifiable parameters, the calculations were limited to 
differences caused by nationality. The researcher did not consider differences 
due to non-cultural factors such as type of occupation, level of education, and 
age or gender group, which might also present in some cases. 
b) Construction and Administration of Survey Questionnaire 
The questionnaire recommended by Hofstede for future cross-cultural survey 
studies [2.184] was used for the purpose of this survey. The questionnaire was 
kept in the original English language in order to remove any source of error 
that could arise from translation or back translation procedures. The 
questionnaire was piloted among a group of people similar to those targeted in 
the main enquiry. It was piloted against many aspects, including the 
ambiguity, the layout, and the sensitivity and confidentiality of some 
questions. 
As a result, the questionnaire was modified to reflect such issues, where some 
questions were slightly reformulated to be better understood by the 
respondents. The questionnaire consisted of 41 question; the two questions 
related to the nationality of the respondent in Hofstede original survey were 
removed and 10 more questions were added. Questions number (6,8,12 and 
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15) were added for the purpose of calculating the Individualism and 
Masculinity Dimensions. Questions number (32,33,34,35,40 and4l)were 
added to enrich the study on the one hand, and to check the validity and 
reliability of the survey, on the other hand. 
As the non-nal practice in Jordan for companies interested in improving 
business performance is to seek the assistance of management consultants, the 
method that has been adopted to distribute the questionnaire is through these 
consulting offices. In this survey, the researcher used a combination of postal 
survey and the interview approaches. 80 copies of the questionnaire were 
given to 10 consulting offices specialised in providing ISO 9000 consulting 
services. These questionnaires were distributed to their 80 clients, while 35 
copies were sent off by mail. The researcher gave several sessions of group 
discussions to the consultants in order to explain the objectives of the research 
in general and more specifically the survey, in addition to the meaning of the 
questions and their importance to the survey. The researcher requested the 
consultants to follow a standardised way of completing the questionnaires and 
to give the respondents a reassurance that no attempts to identify respondents 
would be made. Also, respondents were free not to answer a question if they 
did not want to. The researcher visited the other 35 companies and followed 
the same standardised way that he recommended to the consultants. The 
researcher was able to collect 95 questionnaires within a period of three 
months, constituting a return rate of 83%. 
C) Types of Questions 
The types of questions used in the survey were the same as recommended in 
Hofstede study. There is only one type of question, which is the fixed 
alternatives or closed question. Alternatives to some of the questions include 
indicating various degrees of importance, frequency or agreement on a five- 
point Likert type scale. Other questions ask the respondent to pick one answer 
that best describe his/her preference to a subject case, his/her opinion in a 
certain subject, and his/her future expectations, as well as some factual 
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questions concerning his/her personal details. The design of the questionnaire 
for the national cultural survey is found in Appendix (C). 
d) Sampling Details 
Unlike the other survey, the nature of this survey is quantitative and entailed a 
sizeable number of individuals to better evaluate the Jordan's case and 
generalise the results on Jordan's industrial sub-culture. The population was 
selected to be the JIO that have established export performance. This selection 
is believed to achieve two objectives: the first is related to the number of 
companies from which the individuals were selected. The 1000 companies 
within this population could be considered as a reasonable number to evaluate 
Jordanian industrial sub-culture. The second is that these companies are 
considering improving performance as a result of the stringent requirements 
that export markets are continuously requiring. As such, they represent the true 
culture of the industrial companies in Jordan that the researcher is interested 
in. 
The sample picked up in the study, which included all JIO who have already 
got the ISO 9000 certificate or are in the process of getting the certificate, are 
judged to be typical of the population [3.4]. The questionnaires were 
distributed to 115 JIO, of which 55 companies were ISO 9000 certified, and 60 
companies were in the process of being certified [3.7] at the time of the survey 
(August-September) 1997. Out of the 115,95 questionnaires were completed, 
representing 83% return rate. This number constitutes around 9.5%ofthe 
1000 HO exporting companies [3.8]. 
This sample was selected for three reasons. First, it is the most available, 
guaranteed, and quickest way to secure a high rate of return and accurate 
responses through the assistance of management consultants. Second, it 
represents the population of companies who are candidates to implement the 
proposed management model and thus reflects their specific culture. Third, it 
constitutes a statistically acceptable sample size, >30 with a confidence range 
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of +/- 10% [3.9], where results could be generalised on the whole population 
of the survey. 
In order to simulate Hofstede's study [2.184], eligible respondents were 
chosen from the middle management levels or employees who enjoy 
supervisory status. Knowledge of the English language was set as another 
condition for completing the questionnaire. 
The sample represents almost all Jordanian industrial sub-sectors. The highest 
percentage was from the food & supply sector (24.7%), followed by the 
chemical industries (16.5%), and then engineering industries (12.9%). The 
respondents are characterised by their young ages and high level of education. 
74% were less than the age of 40, and 77% had 12 years and over of formal 
education. 82% of the respondents were either supervisors, or managers of 
people who are not managers. 9.5% were skilled labour, and 8.5% represented 
managers of other managers. The male respondents represented 79% of the 
whole sample. 
e) Analysis of the Results of the Survey 
The Statistical Product and Service Solutions (SPSS) Package release 7.0 is 
used to analyse the survey results. A series of checking operations on the 
complete data eliminated any errors that may have crept in during previous 
stages of the survey. The survey results and its analysis are discussed in 
chapter 6. 
Also, a supporting practical case study directed to the Jordanian Industrial 
Organisations (JIO) was undertaken through a survey conducted for this 
purpose. The following presents details of the survey: 
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a) Survey Objective 
This survey is a qualitative one and is conducted in order to give a clear 
picture about the current status of the JIO that are candidates for implementing 
the research model. The following are the main objectives of the survey: 
To measure the general performance of the JIO as perceived by their 
top management. This was achieved by asking questions related to the 
Strengths, Weaknesses, Opportunities, and Threats (SWOT) of the JIO. 
The respondents were requested to give their opinions regarding the 
general performance, the current status, and their general feelings 
towards the future of the JIO. 
2. To gauge the general knowledge, understanding, status of 
implementation, and behavioural actions towards selected 
improvement approaches. The approaches included a widerangeof 
improvement spectrum, ranging from the well known concepts like 
Quality Control and ISO 9000, less known concepts like TQM and 
Reengineering, and relatively new subjects like QS 9000 and the virtual 
organisation. Some questions were designed to discern their opinion 
towards specific statements like the word quality. Other questions were 
used to evaluate their reactions regarding certain behavioural actions like 
their understanding of business performance, employees priorities, 
common tools used for communications, and finally their actions towards 
resistance to change. 
3. To identify their opinions regarding some well established concepts, 
the general idea of the research model, its major criteria and their 
readiness to adopt and implement the model. The concepts included 
dynamic strategic planning, business processes, reengineering, and the 
international quality awards. Questions were asked to test the 
significance and appropriateness of such concepts to the success of the 
HO and whether they could be implemented in their present format. 
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b) Construction and Administration of the Survey Questionnaire 
Many considerations were taken into considerations when constructing the 
survey questionnaire. Alternatives were thoroughly studied before deciding on 
the contents and wording of the questions, the form of response, and the 
location of the questions in the sequence. After the first draft was completed, 
the questionnaire was piloted among a sample group of six companies and 
then modified to include their notes and comments regarding its content, 
estimated time of completion, and the procedures describing its completion. 
The survey was totally administered by the researcher and involved a 
combination of postal survey and interviews approaches. The questionnaires 
were sent off by post. This was followed by a visit from the researcher who 
gave a brief session to each respondent to explain the objectives of the survey, 
and resolve any ambiguity that might arise in misunderstanding any of the 
questions, but without affecting or directing in any way his answer. Several 
reminders were sent to the respondents to ensure a high rate of return. Some 
questionnaires, with missing items, were sent back to the respondents for their 
full completion. 
C) Types of Questions 
Questions are presented in standardised format. There are two types of 
questions. The first is the fixed alternative or closed questions. In this type, 
alternatives includes yes or no responses, indicating various degrees of 
approval or agreement on a Likert-type scale, presenting a series of replies of 
which respondent picks the one closest to his own position or indicating rating 
from a limited number of categories on a point-scale. The other type is the 
open-ended questions, where the respondent is given an allocated space to 
answer in his own words. The full questionnaire is found in Appendix (E). 
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d) Sampling Details 
The population in question was chosen from exporting companies who are 
ISO 9000 certified or in the process of becoming certified, as such population 
is believed to be the target group for adopting and implementing the research 
model. At the time when the survey was administered (March-April) 1997, the 
population comprised 80 companies, 25 were ISO 9000 certified [3.7] while 
55 companies were still in the process. Due to the good knowledge of the 
researcher in the population understudy and his ability to pick cases that are 
judged to be typical of the population, a non-probability purposive sampling 
type was selected [3.4]. The sample consisted of 30 companies with care being 
given to the capability of the respondents to understand the English language, 
generate ideas, have good insights and experience in the subject of the survey. 
21 companies completed the questionnaire in a four-month time constituting a 
return rate of 70%. The companies are all privately owned representing 
clothing, food, engineering, pharmaceuticals, and construction industrial 
sectors. 12 companies were ISO 9000 certified and 9 companies were in the 
process. They were all established in the 80s and 90s, except for two 
companies that were established in the 70s. Their numbers of employees were 
ranging between (5-500). Many companies refused to declare their annual 
turnover or their nominal share capital, however, the declared annual turnover 
was between US$(750,000-10,000,000) in 1996. 
Respondents are all young entrepreneurs top managers with an average age of 
35 years. They are all males except for 3 females with a minimum 
qualification of Bachelor degree in management, science or engineering. Most 
of them are graduates from American or European Universities with Masters 
and PhD degrees. 
e) Analysis of the Results of the Survey 
Despite the qualitative nature of the survey, quantitative statistical methods 
using the Statistical Product and Service Solutions (SPSS) Package release 7.0 
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were used to analyse the survey results. A series of checking operations on the 
complete data eliminated any errors that may have crept in during previous 
stages of the survey. The results together with a complete analysis of this 
survey are found in chapter six. 
Finally, informal unstructured interviews were held with leading JIO regarding 
the appropriateness of the final model to the Jordanian environment and their 
recommendations for a new version of the model to be implemented in Jordan. 
These interviews were conducted with 8 Jordanian leading manufacturing 
companies. The sample was limited to 8 because it was extremely difficult for 
the researcher to find appropriate companies in Jordan that can understand the 
ideas of the model and be able to give critical appraisal regarding its 
applicability in JIO. As such, all respondents were chosen to be graduates from 
western universities and who are reasonably aware of the model's major 
concepts. 
Since the main objective of the interview is to discuss the applicability of the 
model in Jordan and not to validate its major criteria and sub-criteria, the 
interviews were unstructured and totally informal, and no questionnaires were 
constructed for this purpose. 
Each interview started by giving an introduction of the objectives of the 
research followed by a detailed description of the model's major criteria and 
sub-criteria. In some cases, the interview lasted for four hours because some 
respondents were not very well aware of certain concepts that are important to 
understand the research model, and the researcher had to explain them in some 
details. The results of these interviews and major remarks made by the 
respondents are presented in chapter 7. 
At the end, a detailed analysis of the influences of the different non-cultural, 
cultural, and corporate cultural factors that would impact on the effective 
implementation of the model in HO were conducted. Expected limitations and 
impediments specific to the case of Jordan were highlighted and suggested 
solutions were recommended for a Jordan's Model. There were two groups of 
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recommendations: the first group applies to the HO and is related directly to 
the implementation of the model in their organisations. The second is devoted 
to the government of Jordan and related to recommendations that the 
government should take in order for JIO to be more receptive to new 
management trends and change ideas. Finally, the researcher presents the 
'King Abdullah II Award for Excellence', the Jordanian National Quality 
Award, which the researcher contributed to its realisation and development in 
Jordan, and conducts a comparison between the research model and the award. 
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Comprehensive Model 
Modification 
(First Objective) 
Chapter Four 
The Model 
4.1 Introduction 
The main purpose of this chapter is to give an overview of the development of a 
comprehensive model for improving the business performance in industrial 
organisation. This constitutes the first objective of this research. The second objective, 
which is to test the applicability of the model within Jordanian Industrial 
Organisations QIO), and give recommendations for its effective implementation, will 
be explained in chapter 7 of this thesis. 
The chapter is divided into two parts. The first defines the model's framework, and 
basic principles. This is followed by a detailed presentation of the model's different 
phases including its major criteria and sub-criteria. The second part presents the 
model's justification through identifying its major characteristics and distinguishing 
features, and then comparing it with other well-known frameworks and models of 
improvement. The Malcolm Baldrige National Quality Award (MBNQA) model, the 
European Quality Award (EQA) model, and the (UMIST) Quality Improvement 
Framework are selected for this purpose. 
4.2 The Conceptual Model 
4.2.1 The Basic Principles of the Model 
As indicated in the literature review chapter (chapter 2), no real attempts have been 
made to develop an improvement model that addresses all issues related to business 
performance improvement. The major notes on the existing works are summarised in 
the following points. 
I. Many improvement approaches have been implemented as separate initiatives 
and in isolation of a holistic framework to improve performance. 
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2. Many improvement models are deficient in identifying a causal relationship 
between their components with little or no emphasis on the logical links 
between their different elements. 
The limited application of many of the improvement approaches to large 
organisations, which have been undertaking quality improvement for a number 
of years. 
Improvement approaches are applied mostly at operational levels with little 
attention to integrate these approaches within the overall planning of the 
organisation. 
5. The lack of attention to the cultural sensitivity of many of the improvement 
approaches, and their different tools and techniques. 
6. The negligence of the human aspects as a principal component in leading 
change initiative in an organisation. 
7. The limited capability of traditional unidirectional strategic planning systems 
to function in dynamic and uncertain environments. 
Hence, the new conceptual model is constructed with a view to solve the above- 
mentioned limitations, to reflect development on the already existing models and 
frameworks, and finally to add other aspects that have not been considered in previous 
works. The final model is the result of the literature review, previous models and 
frameworks, the results of the different surveys with persons who have a wealth of 
knowledge about the research area, and finally the researcher's own insights, 
knowledge, and experience. 
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4.2.2 The Framework of the Model 
The whole framework of the model is built on three principles: Purpose, Systems and 
People. Purpose defines the company's moral response to its broadly defined 
responsibilities; Systems defines all formal activities, and procedures that are needed 
to run the organisation to achieve its Purpose; and, finally People, defines the 
commitment of the organisation's senior management towards its people. The 
following represents the four phases of the model, which cut across the three 
principles as shown in Figure (4.1). 
Ist. Strategy Formulation: this is the starting point of the model where 
preliminary action is taken to prepare the organisation to select the appropriate 
strategy based on comprehensive and continuous assessments of the 
organisation internal and external environments. A visionary leadership, who 
sets the organisation Purpose (vision, mission, and core values), leads the 
anticipated change in the organisation. The phase cuts across the Purpose 
principle. 
2nd. Managing change: if the strategy selected in the first phase requires a change 
in the organisation's formal system (Operational System) and/or its informal 
system (culture and values of People), the organisation opts this phase to 
manage the required change. The objective of this phase is to facilitate the 
implementation of the selected strategy by providing the appropriate structure, 
systems, and supporting culture. This phase cuts across the Systems, and the 
People principles to achieve the desired change. 
3rd. Strategy Implementation: this phase starts immediately after selecting the 
appropriate strategy. It involves defining the organisation objectives, strategies, 
policies, action plans, and their actual implementation of the action plans. It 
works in close co-ordination with the managing change phase. This phase cuts 
across the Systems principle. 
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4th. Evaluating Business Results: this is the final phase, where results from the 
strategy implementation phase and managing change phase are gathered and 
analysed. The outcomes of the results are reported to previous stages for 
reviewing and taking appropriate actions. This step cuts across both Systems 
and People principles. 
PURPOSE 
STRATEGY -------- 
FORMULATION 
NAGING CHANGEJ 
STRATEGY PEOPLE IMPLEMENTATION 
SYSTEMS 
I BUSINESS RESULTS 
Figure 4.1: The Framework of the Model 
4.2.3 The Presentation of the Model (Major Criteria and Sub-Criteria) 
The new model is composed of four phases with the following major criteria and sub- 
criteria. The model's major criteria are shown in Figure (4.2): 
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Strategy Formulation Phase: a major characteristic of this phase is to pursue a 
dynamic approach for strategy development and implementation. This enables 
the organisation to constantly change a formulated strategy in line with the 
changes in its internal and external environments, while ensuring a speedy 
implementation to realise the intended benefits. This phase includes the 
following: 
1.1. Building a Visionary Leadership System to Drive the Change in the 
Organisation: as many researchers have identified and recognised, 
initiating a change in the organisation is a strategic decision and could 
only be taken by the organisation's top management. The leadership 
system is a major criterion in the model and encompasses several sub- 
criteria as shown in Figure (4.3). 
Building the leadership system starts with making top management 
aware of the current state of the organisation. This awareness comes as 
a result of the strategy knowledge base developed from "continuous 
assessment of the organisation's competitive positiorf' criterion that 
will be explained later on. After having top management aware of the 
need for change, they establish sense of urgency within key 
stakeholders and surface dissatisfaction with the current state among 
them. This is followed by assessing key stakeholders' awareness, 
knowledge, enthusiasm, and commitment for change in order to select 
and formulate a guiding and supporting coalition among them. At the 
same time, the organisation might consider appointing an outside 
consultant to assist the coalition in their change effort. The coalition 
then undergoes several educational and training programmes. Training 
programmes include topics like TQM, strategic planning, managing 
change, leadership skills, and the different tools and techniques for 
quality improvements. A continuous assessment of the coalition 
knowledge, enthusiasm, and commitment are continuously evaluated 
for improvement. At this stage the coalition defines a clear vision for 
the desired future state of the organisation, and generates behavioural 
values, expectations and directions (cultural values and norms). 
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Finally, the coalition communicates the vision and cultural norms to 
key stakeholders for their comments. According to their feedback, 
vision and cultural values might be modified. 
An important development in this criterion is that the vision does not 
come as the first step of the leadership system, as many existing 
models and frameworks suggest. The researcher believes that it is 
important for executives to gain more knowledge of their organisations, 
experiment with existing strategies, and use that experience and 
knowledge to fashion their broad visions. This is in contrast to quickly 
locking themselves into irreversible commitment. This process has 
been described by Wilkins [4.1] as "logical incrementalism. " He 
mentioned that defining the vision this way, allows for testing 
feedback, and flexible revision based on new information and process 
outputs. 
1.2. DefinitionModification of the Organisation Mission Statement: This 
criterion begins with the coalition forinulating the business definition of 
the organisation. The coalition then defines policies illustrating the 
organisation's commitment to Quality, Environment, Health and Safety, 
and Human Resources Development. These definitions are also 
essential, especially if the organisation is implementing ISO 9000, ISO 
14000, BS 8800, or Investor in People and intend to integrate them 
within this new model. The mission is then communicated to other 
employees in the organisation and their views and comments are taken 
and evaluated for improvement. 
Continuous Assessment of the Organisation Competitive Environment 
and the Need for Change: this is a ma or criterion that replaces the i 
Strength, Weaknesses, Opportunities and Threats (SWOT) analysis step 
in the traditional planning models. It involves the continuing monitoring 
of the organisation competitive environment and the forces that drive its 
competitive advantage. The analysis encompasses both the internal and 
external environments of the organisation. The Quality Award Models 
88 
are suggested to be used as a tool to analyse the organisation's internal 
performance. This criterion includes four sub-criteria as shown in 
Figure (4.4). The first three are related to the assessment of the internal 
environment of the organisation, while the forth is related to the 
assessment of its external environment. 
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Figure 4.3: The Leadership System 
Evaluate & 
Improve 
Strategy 
Knowledge 
Base 
----------- 
89 
1.3.1. Internal/second/third party assessment: this includes the 
process of conducting assessment/audits of systems/products 
within the organisation and analysing their respective results. 
These assessment/audits are conducted by the organisation 
itself (internal audits), its suppliers (second party), or an 
independent third party. Such assessments/audits could include 
the following system/product standards: ISO 9000, ISO 14000, 
EQA, and CE Marking. 
1.3.2. Self-assessment of the organisation: this includes the process 
of conducting self-assessment using Quality Award Models 
such as EQA, MBNQA, or any other national quality award 
model, and analysing the outcomes. The analysis includes 
comparison with past performance and scores, benchmark 
performance and scores, and finally compare with previously 
set goals and scores. 
1.3.3. Assessment of competitors/similar businesses: this sub- 
criterion involves the assessment of current, future, and 
potential competitors, in addition to other non-competing 
businesses with similar type of processes. 
1.3.4. Assessment of external factors: this sub-criterion includes the 
assessment of all possible external factors that might affect the 
performance of the organisation. These factors include but not 
limited to the following: market/customer needs, currency 
fluctuation, social, ecological, economical, political, and 
technological factors. 
The originality of this criterion stems from the fact that self-assessment 
can be now integrated within the corporate planning cycle instead of 
being implemented as separate or parallel programme (1.32). Conti 
[2.52] mentioned this integration when he suggested that self- 
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assessment should be an integral part of the business planning. Also, 
the existence of sub-criteria (1.3 1) facilitates the integration of any 
standard or system, the company selects to implement, within this 
model. 
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Figure 4.4: Continuous Assessment of the Organisation Competitive 
Environment and the Need for the Change 
1.4. Development of Stratqy Knowledge Base: this criterion is new and has 
not appeared in any previous works. However, the latest EQA model 
revisions for the 1999 focused on the knowledge and the importance of 
sharing knowledge. The criterion involves filtering, processing, 
interpreting, and finally organising all data and information collected in 
the previous step. The objective is to create a structured, well- 
organised, and non-conflicting knowledge base that top management 
could always refer and utilise to develop new strategies and base their 
strategic decisions upon. This relation is maintained through a feedback 
loop between the strategy knowledge base and the leadership system. 
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Continuous Deyelopment of Strategic Options: this criterion involves 
the continuous development of strategic options based on the 
continuous assessment of the organisation's competitive environment. 
The formulation of strategic options is based on two approaches: 
imaginative and inductive. Using an inductive process, a strategic 
option is developed by matching an available strategic option to the 
available knowledge base. Using an imaginative approach, the strategic 
option is developed through a creative process in which the available 
knowledge base is used to develop new strategic options. 
1.6. Continuous Assess7nent of Strategic Options: The final element of the 
dynamic strategy development relates to constantly evaluating the 
strategic options for the purpose of strategy selection. This criterion 
involves four steps. The first is to assess the organisation available 
resources and competencies with respect to each option. The second is 
to identify the strategic gaps, which define the imbalances between the 
current strategic position of the organisation to that defined by each 
strategic option. The third determines the timing of the implementation 
of a strategic option. The last one involves scenario planning for the 
different options, including full analysis of pertinent financial 
parameters such as: cash flow requirements, profitability, working 
capital, and shareholder value. This step is of crucial importance 
because it highlights which of the strategic options brings about the 
most favourable position for the organisation and ascertains whether 
such strategic option is possible to implement within the available 
competencies, financial resources, and timefi-ame. 
1.7. Select the StrateSy Including Appropriate Financing of the Stratqy. 
It is worth mentioning at this stage that the criteria explained above follow a 
sequence of steps as shown in Figure (4.2). This is done to show the casual 
relationships among the different criteria within this phase. However, each of the 
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above criteria is carried out continuously and in parallel to allow for the dynamic 
development of strategies. 
2. Managing Change Phase: this phase follows the strategy formulation phase and 
is implemented concurrently with the strategy implementation phase. The first 
step in this phase is to evaluate the selected strategy. The objective of this 
evaluation is to examine whether the new strategy needs any change in the 
formal management system and/or the informal system (the culture). Often 
times, a major change in the formal management system would also require a 
change in the informal management system, and visa versa. The change in the 
formal/informal management systems could be significant, if the selected 
strategy is a major alteration on the organisational conventional work. The 
change could also be minor and affects only specific aspects of the organisation. 
In both cases, the organisation could embark on implementing the new strategy 
and appropriate modifications take place at appropriate time intervals during the 
course of implementation. This phase include the following sub-criteria: 
2.1. - Change Management (Studying, Planning, and Scheduling): this 
criterion is crucial for the success of the anticipated change. However, it 
is often neglected in many of the exiting models and approaches. The 
objective of this criterion is to define the scope of change, schedule it, 
and finally build a temporary structure that exist during the time of the 
change. This temporary structure works in parallel to the existing one, 
until the change is implemented and the new structure is finally 
institutionalised. As shown in Figure (4.5), this criterion starts with 
establishing transition management team with executive authorities. 
This team should include members of the guiding coalition team 
formulated in the first phase, in addition to other senior employees 
whose works will be affected by the change. This is followed by 
assigning a change champion. The main responsibilities of this 
champion are to authorise and motivate the change process, and to 
achieve synergy across the company's different processes. At this stage, 
the appointed team defines the change pervasiveness and scope, 
identifies change urgency, and finally determines change expected 
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timeframe. Based on the outcomes, the team schedules the different 
phases that the change process will undergo. The scheduling includes 
defining the activities, the timetable for implementation, and the change 
resources. Having finalised the schedule, the team defines a transition 
organisational structure, and develops internal communication system. 
At the end of this step, top management officially announces the 
launching of the change agenda. 
Establish Transition Management Team 
with Executive Authorities 
I 
Assign Change Champion 
Define Change Identify Change Define Change Pervasiveness and Urgency Expected Time Limit Scope 
II 
Schedule Phases of Change 
(Gant Chart: Activities, Resources, and Time Table) 
Develop Transition 
Organisational 
Structure 
Develop Internal 
Communication 
System 
w 
Launch the Change Agenda Publicly 
Figure 4.5: Change Management (Studying, Planning, and Scheduling). 
Following the official declaration of launching the change programme, 
management should immediately embark upon managing the new organisational 
formal and informal systems. At this stage decision should be made to whether 
the change will affect the formal system, the informal system or both. However, 
the researcher believes that any change that affects the informal system should 
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have an implication on the formal management system. As such, the choice in 
all cases will be limited to either managing the formal system or both systems. 
2.2. DefinitionModification of the Informal Business Management System 
(CorporateINational Culture): the informal system, which refers in this 
work to the culture including all implicit and unwritten work practices, 
is firstly diagnosed through conducting a cultural audit followed by 
intensive and repeated efforts to communicate the results of the audit. 
The cultural audit could be comprehensive or based on a sample of the 
employees. Its main objectives are to measure employee's attitude 
towards the organisation's systems, procedures, management style, and 
other unwritten work practices that are considered barriers to the 
achievement of the change objectives. An analysis of the scope and 
magnitude of the change is then followed. This analysis involves 
assessing the level of impact of change on corporate culture, as well as, 
any implications that might result due to implementing cultural 
sensitive approaches. If the magnitude of change is large, the 
organisation undergoes a radical culture change. This is normally 
happen when the organisation selects to change or redefine its image by 
having new vision, core values, and redefining its leadership style and 
interpersonal relationships. However, if the magnitude of change is 
limited, the organisation continues to maintain and reinforce the 
existing culture. 
Variations due to cultural factors are resolved in two ways. The first 
one, which involves changing the corporate culture, is a lengthy process 
and involves changing the employees' culture by adopting continuous 
education and training programmes. This should be accompanied by 
several cultural audits and surveys to continuously monitor the change 
in the culture. The second one involves variations due to the national 
differences. In this case, the organisations will seek to achieve the same 
objectives of the desired new approach by implementing practices and 
mechanisms acceptable in the national culture in the approach is 
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implemented. As such, a continuous feed back between formal and 
informal management systems is essential 
At the end of this phase, all employees should be aware of the new 
vision of the organisation and conscious of the expected change in the 
organisation and its impact on their work life style. Employees should 
also be ready to participate in the improvement programme and 
effectively contribute to the success of the project. The different criteria 
with their links are shown in Figure (4.6). 
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Interpersonal 
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Figure 4.6: Definition/Modification of Informal Business Management System. 
2.3. DefinitionlModification of formal Business Management System: The 
formal system involves all explicit and written work practices that the 
organisation utilises and needs to achieve the desired strategies. This 
criterion involves the following 4 sub-criteria as shown in Figure (4.7). 
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2.3.1. Define/modify management responsibility: this sub-criterion 
is similar to clause (4.1) "management responsibility" in the 
ISO 9000 series of standards [4.2], however, it does not limit 
the commitment of top management to quality, but it also 
covers other improvement initiatives within the organisation. 
Also this sub-criterion complements the leadership criterion in 
(L 1) mentioned above. Whereby, building the leadership 
system will result in building a strong, educated, and 
committed top management, this sub-criterion translates this 
commitment through defining their roles and responsibilities, 
identifying and providing adequate resources, and finally 
ensuring the communication, and the continuous effectiveness 
of the improvement programmes. This is achieved through 
their direct and true support, and involvement in the change 
process. 
Define Management 
Responsibilfty 
Define(Mocify Business Processes 
Enabling Structure 
I 
Customer-Based Process Resources Manag t 
Management People 
(Improvement & Control) Managerrot Supplier 
(IS014000, Paytnershp, Inbmation 
BS8800, Managernart Maragernert 
Investor in and Contral and Cortrol 
People) 
Figure 4.7: Derinition/Modification of Formal Business Management System. 
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2.3.2. Deflne/modify business process enabling structure: this sub- 
criterion involves changing the current organisational structure 
into a process-based structure, including core and supporting 
business processes. This is done if the original structure is 
based on functional departments rather than business 
processes. However, if the structure is already based on 
business processes, then the organisation will review the 
existing processes, and modify them as appropriate with the 
new strategy. In both cases, the new structure should be 
communicated and properly documented. 
2.3.3. Customer-based process management (improvement and 
control): this sub-criterion shows the different elements that 
the organisation follows to manage and continuously improve 
its processes. Based on the business processes identified in the 
previous sub-criterion, the organisation firstly identifies the 
critical processes that have a real impact on the organisation's 
performance. This is followed by formulating the different 
processes' improvement teams. The teams identify the needs 
and requirements of current, future, and potential external 
customers, in addition to the needs of the internal customers of 
each selected process. At the same time, they benchmark the 
processes internally with best performing processes in the 
organisation, and externally, with best performing competing 
or similar non-competing processes. This also includes 
evaluating emerging technologies at the level of the selected 
processes. 
According to the outcomes of the analysis and examining the 
organisation strategic intent, the teams set the selected 
processes improvement targets and performance measurement 
criteria. At this stage, the teams analyse the performance of 
the existing processes and compare them with the newly set 
targets, to estimate the magnitude of change required. If the 
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performance gap is large enough to justify a radical change in 
the process, the organisation selects the reengineering option 
and redesigns the process. However, if the magnitude of 
change is limited, the organisation follows the path of 
streamlining the process to continuously and incrementally 
improve its performance. It is worth noting that after the 
reengineering process, the process should be included in the 
continuous improvement scheme to be monitored, fine-tuned, 
and continuously improved. Figure (4.8) shows the different 
activities of this sub-criterion. 
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Select Process Improvement Team 
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Figure 4.8: Customer-Based Process Management (Improvement and Control). 
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2.3.4. Resources management: This sub-criterion encompasses 
people, suppliers, and information management systems. The 
following paragraphs give a brief description of each system. 
a) Yhe people management system is of crucial importance 
to the overall process of change, since it reflects the 
seriousness of the top management towards their 
commitments to the organisational vision, core values, 
and behavioural statements. As such, a two-wayfeed 
back system is maintained at all times between the 
people management system and the informal 
management system, so that all actions, and written 
systems and procedures developed are always in line 
with the organisation' s vision, core values, and beliefs. 
Also, a two-way feed back system is maintained between 
the organisation's goals and targets and the employees 
training and development needs. This allows for the 
continuous development of the employee's areas of 
competencies to match the dynamic change in the 
organisation's goals and targets. 
The first part of managing people sub-criterion involves 
a comprehensive assessment of employees' education, 
training, and development needs against goals and 
targets of the organisation, assessment of employees' 
areas of competencies, assessment of existing 
recruitment, reward, and recognition systems, and 
finally assessment of work system design and 
development. These assessments are followed by 
another comprehensive benchmarking activities to 
compare each of the individual component of the 
existing people management system with best 
performing similar processes internally, and externally 
in the marketplace. 
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As stated earlier, the model places special attention on 
the human factors and behavioural aspects of the people. 
It considers peoples as more limiting factor than 
financial resources. As such the model replicates exactly 
the same approach to the strategic planning process on 
how to make decisions on people and evaluate for the 
best option for the management of people. This involves 
the continuous development of alternative options, 
continuous assessment of alternative options, and finally 
select or modify people management strategy and 
system. 
The system should include the following elements: 
human resources planning, employee training, education 
and development plans and programmes, work system 
design and development, employees performance and 
recognition, and employees satisfaction assessment. The 
system is communicated to the employees where 
appropriate modifications on the system might occur. 
The system is then standardised and properly 
documented. The final stage in the system encompasses 
evaluating the output of the system, which include 
assessing employee satisfaction, and examining 
satisfaction indicators, such as employees' turnover, and 
leaves due to absenteeism and sickness. 
Finally, and to the best of the researcher's knowledge, 
the way the model applies the concept of strategic 
planning process on people management is new and have 
not been used in previous works. This approach was 
praised and recommended by Mr. Conibear, the 
Corporate Development Manager at the Boots Company 
in an interview conducted for the sake of validating the 
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model. Also, the system is dynamic and reacts to any 
change that might affect the organisation, at the same 
time, it has the flexibility of being integrated with other 
standards and approaches that deal with people 
management, such as the Quality Awards models, and 
the Investors in People Standards. Figure (4.9) presents 
the different elements incorporated within this system. 
Generate behavioral Values, 
Expectations and Directions 
(Cultural Values and Norms) 
----------- F ---------- 
Assessment of 
' 
Assessment of Assessment of Employees Assessment of Existing Work Environment Education, Training, Employees'Areas Recruitment, 
(Health Safety and Development of Competencies Reward, and , , Ergonomics) Needs Recognition System 
Benchmarking with Similar I 
Processes 
I 
Continuous Development of I 
Alternative Options 
I 
Continuous Assessment of 
Alternative Options 
Evaluate 
and 
Improve 
Select/Modify People Management 
System and Knowledge Base 
Communication 
Standardisation & I 
Documentation 
I 
Assessment of People 
Satisfaction 
Figure 4.9: People Management System. 
Examining Satisfaction 
Indicators 
(Turnover, Absenteeism, 
Sickness) 
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b) Ac information management system is an important 
element of the resources management system and begins 
with a link with the organisation strategic intent. 
Building and controlling a comprehensive and effective 
information system involves the following steps: 
identification and prioritisation of the type of information 
and data necessary to plan, manage, and operate the 
organisation over the planning horizon, as well as, the 
available resources for getting these data and 
information. This is followed by building/modifying the 
information management system and collecting/updating 
data and information. The system addresses areas related 
to information validity, integrity, security, accessibility, 
and transparency. Finally, the system is benchmarked 
against best available similar systems for improvement. 
The improvement includes improving the information 
system, the quality of data and information, and their 
respective resources. 
C) Finally is the supplier management system. It is one of 
the very important systems that has not been given 
enough attention in existing models and approaches, 
where the emphasis, is more on the management and 
control. In this model, the system does not ignore the 
importance of managing and controlling the 
organisation's different suppliers, however, it is believed 
that more importunately, is the capability of the system 
to create a strategic partnership between the organisation 
and its suppliers. In the latest revision' of the EQA model 
for the year 1999, the model focused on this aspect 
through its partnership and resources criteria [2.58]. 
As such, and after the organisation sets its criteria for 
selecting and evaluating its suppliers, it is very important 
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that suppliers understand very well the organisation's 
business including its vision, mission statement, and 
values and beliefs, so that they become a genuine partner 
within the organisation. The suppliers should understand 
what purpose do they fulfil within the organisation, how 
do they contribute to the success of the organisation, and 
to get involved in the organisation's different activities 
such as research and development, and improvement 
initiatives. The suppliers should also be given the 
opportunity to be trained by the organisation and even to 
get some of the rewards of improvement. This type of 
relation should be in a similar way as the organisation 
deals with its internal human resources, in terms of 
communication, incentives, and rewards. 
Strategy Implementation Phase: this phase follows the strategy formulation 
phase and is implemented concurrently with the managing change phase. As 
stated earlier, any need for a change on the formal or informal management 
systems to support the implementation phase, should be addressed immediately 
in the managing change phase. 
This phase includes defining the organisation long/short term objectives, 
long/short term strategies, policies, projects and action plans as shown in Figure 
(4.2). Such elements provide specific and quantifiable benchmarks for 
evaluating the organisation's progress, as well as the means for achieving those 
targets. Each of these elements has to be developed with the total involvement of 
the organisation's relevant employees. Also these elements have to be properly 
communicated within the organisation. Following is a brief description of each 
criterion. 
DefinitionModification of Long-Term Objectives: objectives are 
generally defined as the results that an organisation seeks to achieve 
over a certain period of time. Objectives have to be measurable over 
time, acceptable by all those who are involved, flexible, motivating, in 
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line with the organisation's strategic intent, and finally achievable. 
Long-term objectives normally spans over (3-5) years time, however, in 
this model the term long and short term are very much industry- 
dependent. While long-term in the mining industry could reach 10s of 
years, long-term in the Information Technology could be few months. 
3.2. DefinitionModification of Short-Term Ohjectives: following the 
formulation of the long-term objectives, the organisation 
defines/modifies its short-term objectives. Short-term objectives are 
normally 12 months, however, the are also industry-dependent and their 
duration differs accordingly. 
3.3. DefinitionModification of Grand Strategies: grand strategies (long- 
term strategies) are the means by which an organisation can achieve its 
long-term objectives. This criterion comes after setting the long-term 
objectives and in parallel to defining the short-term objectives. 
Strategies in this model are defined as plans of major actions (means) 
through which the organisation intends to achieve its aforementioned 
objectives. Strategies should be flexible, implementable, and developed 
with the involvement and participation of relevant employees. 
3.4. DefinitionModification of Short-Term Strategies: This criterion comes 
after the organisation sets its short-term objectives and grand strategies. 
Short-term strategies or sometimes-called functional strategies, are 
those means by which an organisation can achieve its short-term 
objectives. 
Short-term objectives mentioned previously are not necessarily totally 
in line with the long-term objectives of the organisation. Because the 
organisation might decide that there is an opportunity in a certain area 
for a limited duration, but it does not intend to have a long-term plan in 
this area. In this case, it is not necessarily that the short-term strategies 
to be part of the long-term objectives. As such, short-term strategies 
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should be dynamic and flexible enough to allow for tolerances to 
include such cases. 
3.5. DefinitionlModification of Policies: This criterion follows the 
development of the organisation's short-term strategies. Policies in this 
model are defined as pre-set and broad decisions identified and 
developed as guidance for repetitive managerial decision making. The 
main benefit of developing and adopting policies is that they increase 
managers' and employees' effectiveness through standardising routine 
decisions and limiting discretion in implementing strategies. Policies 
have to be developed with the involvement of relevant employees, they 
also have to be flexible, transparent and should be communicated 
properly within the organisation. Policies are also connected with the 
long term objectives and strategies because as mentioned previously, 
short-ten'n strategies might not be in line with the organisation long- 
term objectives and strategies, and policies have to come out of what 
the organisation is trying to get in the longer-term and also what it is 
trying to achieve in the shorter-term. As such policies are linked to both 
long and short-term strategies. 
3.6. DefinitionlModification of Projects and Action Plans: this is the last 
element before implementing the strategy. The organisation develops its 
projects and action plans in accordance to its objectives and strategies. 
Projects and action plans have to be developed with the involvement 
and wide participation of affected employees, they also have to be 
flexible, transparent, and should be properly communicated within the 
organisation. 
3.7. Implementation ofAction Pans: this criterion involves two aspects: the 
first is the actual execution of the projects and action plans as identified 
in the previous steps. The second includes the application of all formal 
and informal systems developed in the managing change phase. This 
means integrating all systems and procedures developed in the 
managing phase in the actual execution of the projects and action plans. 
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Business Results Phases: this is the final phase, where results from the actual 
execution of the projects and action plans resulted from the selected strategy are 
gathered and analysed. Also, a two-way feedback system is maintained between 
the business results phase and the operating business management system within 
the managing change phase. This feed back system allows for the continuous 
evaluation and improvement of the operating business management system 
This phase includes the following results' categories: operational, 
product/service, customer satisfaction, employee satisfaction, supplier 
performance, community and impact on society, financial including shareholder 
value. The outcomes of the results are reported to previous stages for reviewing, 
evaluating, and taking appropriate actions as shown in Figure (4.2). 
4.3 Justification of the Model 
4.3.1 Characteristics and Distinguishing Features of the Model 
The model as presented in the previous section offers solutions to many deficiencies 
that other models and frameworks have. The following is an overview of the major 
characteristics of the model and its distinguishing features that make it favourable 
alternative to other exiting models and frameworks, especially for organisations 
seeking excellence in their business performance. 
It integrates several improvement approaches such as TQM, BRF, and self- 
assessment into the organisation's business plan. More importantly, the self- 
assessment can be now integrated within the corporate planning cycle instead 
of being implemented as separate or parallel programme. Also, the way the 
model is developed facilitates the integration of any standard or system, the 
company selects to implement. These include the well-known international 
standards, ISO 9000, and ISO 14000, in addition to the Investor In People. 
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The continuous improvement concept is rooted in the different criteria and 
subcriteria of the model. For instance, continuous improvement is an important 
step in the following: leadership, mission statement, management 
responsibility, process management, people management, supplier partnership, 
and information management. This is in contrast to existing models and 
frameworks where the continuous improvement concept is limited to the 
operational business processes of the organisation. 
3. The radical type of thinking which is limited in many models and frameworks 
to formal business management processes, has been used in this model at the 
strategic level as well as within the informal business management system. At 
the strategic level, the organisation can radically change their strategies and 
follow the management of change phase to acconunodate such a change. Also, 
the organisation has the choice to radically changing its culture if emergent 
circumstances dictate such a change. 
4. An important development in this model is that the vision does not come as the 
first step of the leadership system, as many existing researchers suggest. The 
vision comes after the top management gain some knowledge of the 
organisations, and get the commitment of key stakeholders. 
5. The model places much attention on managing the transition period of change. 
This important step is crucial for the success of the anticipated change, and it is 
often neglected in many of the exiting models and frameworks. 
6. The model identifies a causal relationship between the model's four modules 
and within each of the four modules. It is constructed to provide a step-by-step 
modular approach for achieving improvement in business performance. 
7. Despite the fact that the model provides a step-by-step approach to 
improvement, the model does not suggest one way of managing change in an 
organisation. It gives, through its step-by-step approach, the flexibility and 
liberty to make decisions as the situation dictates. 
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The model allows for investigating and highlighting cultural sensitive 
approaches if applied in a different cultural environment than the originated 
culture. 
9. The model places special attention to human factors and behavioural aspects of 
the people. It considers peoples as more limiting factor than financial 
resources. It is original in that it replicates exactly the same approach to the 
strategic planning process, on how to make decisions on people and evaluate 
for the best option for the management of people. 
10. The model pursues a dynamic approach for strategy development and 
implementation. This enables the organisation to constantly change a 
formulated strategy in line with the changes in its internal and external 
environments, while ensuring a speedy implementation to realise the intended 
benefits. Also, tbýis dynamic nature of the model is found in the different 
criteria and sub-criteria of the model. So that the different components of the 
model are all functioning continuously and have the ability to adapt quickly to 
any changes inside or outside the organisation's environment. 
4.3.2 Comparison of the Model with other Models and Frameworks 
The model is laid down within a dynamic strategic framework that provides direction 
and context for improvement within the organisation. Its integration of several 
improvement approaches such as TQM, BRR, and self-assessment models into the 
organisation's business plan makes it include all the criteria and sub-criteria of these 
models, frameworks, and approaches. As such, any attempt to compare this model 
with any of these models, frameworks, and approaches will only show discrepancies 
in the other models and frameworks, which qualifies the model to replace them. 
In this section, the new model is compared with the two famous international quality 
awards, the EQA and MEBNQA, and the (UMIST) Quality Improvement Framework. 
The MIBNQA and EQA are selected because they are currently considered as the most 
implemented models by which organisations measure and evaluate their TQM efforts. 
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Also most of the countries' national quality awards are either identical to one of the 
two quality awards or their criteria are largely built on them. The UNflST framework 
is selected because it has been described by many authors, as one of the most 
comprehensive and comprehensible frameworks that currently exists. 
The new model is considered to be different ftom the other three models in two ways. 
The first relates to the ability of the model to identify a sequential and causal 
relationship between its four modules and within each of the four modules, where a 
step-by-step modular approach for achieving improvement in business performance is 
implemented. The other models are considered 'non-prescriptive'. Despite the fact 
that the two award models show a dynamic relationship among their major criteria, 
they still lack the presence of detailed sequential process and cause and effect 
relationships especially among their sub-criteria. The second relates to the lack of 
comprehensiveness of these models. The three models as mentioned by many authors 
[2.65][2.66][2.67][2.55][2.52][2.73], lack many criteria, items and areas that exist in 
other models and frameworks. The new model attempts to include these items. Table 
1) presents a comparison between the new model and the other models. 
Table 4.1: Comparison of the New Model with the MBNQA, EQA, and UMIST 
Quality Improvement Framework 
# Major Criteria MBNQA EQA UMIST 
I Leadership System Y Y Y 
1.1 Self-Awareness of Top Management on the Current 
State of the Organisation 
Y N N 
1.2 Establish Sense of Urgency within Key 
Stakeholders 
N N N 
1.3 Surface Dissatisfaction with the Current State 
among key Stakeholder 
N N N 
1.4 Assess Key Stakeholders Awareness, Knowledge, 
Enthusiasm, and Commitment 
N N N 
1.5 Select an outside Consultant N N Y 
1.6 Formulate/Alter a Guiding and Supporting 
Coalition from Key Stakeholders 
N Y Y 
1.7 Coalition Education and Training Programmes N N Y 
1.8 
i 
Generate behavioural. Values, Expectations and Y Y Y 
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Directions (Cultural Values and Norms) 
1.9 Define a Shared Vision for the Desired Future State 
of the Organisation 
Y Y Y 
1.10 Communicate Vision and Cultural Norms to Key 
Stakeholders 
Y Y Y 
1.11 Evaluate & Improve the Leadership System Y Y N 
2 Mission Statement Y Y Y 
3 Continuous Assessment of the Organisation 
Competitive Environment 
Y Y Y 
3.1 2nd/3rd Party System/Product Audit/Assessment 
(i. e. ISO 9000, ISO 14000, EQA) 
N Y Y 
3.2 Self-Assessment of the Organisation (EQA, 
1VBNQA) 
Y Y Y 
3.3 Assessment of Competitors/ Similar Businesses Y Y N 
3.4 Assessment of External Factors Y Y N 
4 Strategy Knowledge Base N Y N 
5 Continuous Development of Strategic Options Y Y N 
6 Continuous Assessment of Strategic Options Y Y N 
7 Strategic Choice Y Y N 
8 Change Studying, Planning, and Scheduling N N Y 
9 Formal Business Management System Y Y Y 
9.1 Define Management Responsibility Y Y Y 
9.2 Dcfine Business Processes Enabling Structure Y Y Y 
9.3 Customer-Based Process Management 
(Improvement & Control) 
Y Y Y 
9.4 People Management Y Y Y 
9.5 Supplier Partnership Management and Control Y Y N 
9.6 Information Management and Control Y Y N 
10 Informal Business Management System Y N Y 
10.1 Conduct Culture Surveys & Communicate Results Y Y V 
10.2 Assess Scope and Magnitude of Change N N Y 
10.3 Radical Culture Change N N N 
10.4 Maintain and Reinforce Existing Culture Y Y Y 
11 Long Term Objectives Y Y N 
12 Short Tenn Objectives Y Y N 
13 Grand Strategies Y Y Y 
14 Short term Strategies Y Y N 
15 Policies Y Y N 
16 Action Plans Y Y N 
ill 
17 Implementation of Action Plans Y Y N 
18 Business Results Y Y Y 
19 Review, recycle and Continuously Improve Y Y Y 
4.4 Concluding Remarks 
The model as presented in this chapter is the last modified version. As a result of the 
UK leading companies' survey, several modifications were undertaken, where some 
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criteria were abolished, others changed in location, and in certain cases new criteria 
were added. 
The model as presented in the chapter was not intended to explain every single detail 
of the improvement process. The main idea is to show how the different improvement 
approaches interact and integrate with each other in a holistic approach for achieving 
improvement in business performance. As such, many items could be seen as missing 
from the model, which in the researcher point of view are simply details that are 
embedded within one of the model's criteria and sub-criteria. This is also true when 
comparing the model with other existing models and approaches. 
In some cases, where the researcher felt that some of the criteria are new or important 
to the model, but do not appear as major criteria, more elaboration was given. 
Examples are the sub-criteria connected to the leadership, strategy knowledge base, 
change management (studying, planning, and scheduling), formal and informal 
business management system. 
It could be noted that the model shows some complexity, especially if it is going to be 
used by SMEs. The researcher sees that the complexity of the model comes as a 
natural outcome of integrating several improvement approaches. However, SMEs can 
still use the model major components, which constitute good management practices. 
The only difference is the scope of implementation where SMEs could select easier 
approaches to implement major criteria. For instance, small companies could rely on 
the ISO 9000-system audit as one way of assessing their internal environment without 
going to the details of the self-assessment approaches as presented in the model. 
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Chapter Five 
The Validation of the Model 
5.1 Introduction 
Validity refers to the extent to which a test, questionnaire, or other operationalisation 
is really measuring what the researcher intends to measure. Different types of validity 
exist according to the purpose of the validation. Oppenheim [3.1] mentioned the 
following four types of validity: content validity, concurrent validity, predictive 
validity, and construct validity. Turner and Martin [5.1] indicated that 'content 
validity' is one of the methods most commonly used for qualitative types of research. 
It investigates whether the measurement (i. e. the model's major criteria and sub- 
criteria) captures the key factors of the unobservable construct being measured [5.2]. 
Hence an instrument that has content validity means that the items (i. e. the model's 
major criteria and sub-criteria) are a well-balanced sample of the content domain to be 
measured [3.1 ]. According to Flynn et al [5.3], 'Content Validity' cannot be evaluated 
numerically but can only be determined through: 
I. Investigating the views and perceptions of prominent practitioners and experts 
in the field of the study. 
2. Conducting a comprehensive literature review. In this approach content 
validity can be ensured, if items corresponding to various constructs of an 
instrument or model are derived from comprehensive analysis of relevant 
literature. 
The chapter explains the process of validating the research model. In this research, the 
content validity type is selected for its appropriateness to the qualitative nature of the 
research. Content validation of the model has been achieved through the following 
means: 
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I St. The first involves validating the theoretical background of the final model 
through cross-referencing the model's content (major criteria and sub-criteria) 
with established concepts, which result from the comprehensive and 
exhaustive review of relevant and updated literature that the researcher 
conducted. 
2nd. The second is related to an exploratory survey that was conducted to 
investigate the views and perceptions of 45 prominent experts from the UK on 
the preliminary model's underlying values and proposed contents. 
3rd. The third involves the practical validation of the final model through 
interviews conducted with 10 leading UK-based manufacturing and services 
companies. 
The following sections include an overview of each of the validation means 
mentioned above. 
5.2 Validation of the Model through the Literature 
A comprehensive and up-to-date literature review was conducted throughout the 
course of the research. Each of the model's different criteria and sub-criteria were 
found to have strong basis in the literature as established concept, however, they were 
not presented in the way the model is introducing them. This validation process 
covers all major criteria and some selected sub-criteria, which are of particular 
significance to the model and do not appear in the model's major criteria such as the 
customer-based process management and the resources management. For practical 
reasons, a maximum of II references is mentioned for each major criteria and sub- 
criteria, although, the number of references reviewed exceeded the twenty in some 
cases. Tables (5.1) presents summaries of the model's content validation through the 
literature. 
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Table 5.1: Literature Validation of the Mode's Major Criteria and Sub-Criteria 
# Major Criteria References from the Literature Review 
1 Leadership System Schneider-, Goldwasser [2.211, Hantoon [2.31), Fountain [2.50], 
Deming Prize [2.56], MBNQA [2.571, EFQM [2.58], Hindawi 
[2.73], Bartlett; Ghoshal [2.1331, Investor in People [5.41, Hart; 
McNfillin [5.51. 
2 Mission Statement Kami [2.35], DoD [2.431, Pereira; Aspinwall [2.161], Wright 
[5.61, Calfee [5.71, Bounds; Yorks; Adams; Ranney [5.8], 
Jauch; Glueck [5.9], Oakland [5.10], Doherty; Wells; Burnes 
[5.11]. 
3 Continuous Assessment of Dale; Prapopoulos [1.1], Kanter; Stein; Jick [2.24], Bonissone; 
the Organisation Dutta [2.128], Haase [2.1291, Feurer [2.13 11, Doherty; Wells; 
Competitive Environment Burnes [5.111, Joharmsen [5.121, Kotter [5.13], Lascelles; Dale 
[5.14], Kangi [5.151, Harrison [5.16]. 
3.1 2nd/3rd Party Chu [2.481, Conti [2.52], MBNQA [2.571, ISO 9000 14.21, 
System/Product Investor in People [5.41, ISO 14000 [5.17], Laszlo [5.181. 
Audit/Assessment (i. e. ISO 
9000, ISO 14000, EQA) 
3.2 Self-Assessment of the Conti [2.52], Wilkes; Dale [2.54], Deming Prize [2.56], 
Organisation (EQA, MBNQA [2.571, EFQM [2.58], Laszlo [5.18], Davis; 
NMNQA) Khodabocus; Obray [5.19]. 
3.3 Assessment of Competitors/ MBNQA [2.571, EFQM [2.581, Grant [2.114], Bounds; Yorks; 
Similar Businesses Adams; Ranney [5.8], Thomas; Pollock; Gorman [5.201, Adam; 
VandeWatcr [5.21]. 
3.4 Assessment of External EFQM [2.581, Pearce 12.1121, Bounds [2.1131, Grant [2.1141, 
Factors Haase [2.129], Bounds; Yorks; Adams; Ranney [5.81, Harrison 
[5.161, Thomas; Pollock; Gorman [5.201, Drohan [5.22]. 
4 Strategy Knowledge Base Bonissone, Dutta [2.128], Feurer [2.131], Mintzberg [5.23], 
Bartlett; Ghoshal [5.241. 
5 Continuous Development Bonissone; Dutta [2.128], Haase [2.129], Hansen; Tatum 
of Strategic Options [2.130], Feurer [2.13 1], Depres [5.25]. 
6 Continuous Assessment of Liedtka [2.126], Bonissone; Dutta 12.128], Haase [2.1291, 
Strategic Options Hansen; Tatum [2.1301, Feurer [2.13 1], Doherty; Wells; Burnes 
[5.11 ], Harrison [5.161, Depres [5.25]. 
7 Strategic Choice Carnall [2.29], Bonissone; Dutta [2.128], Haase [2.129], Feurer 
[2.1311, Jauch; Glueck [5.91. 
8 Change Studying, Lippitt; Langseth; Mossop [2.221, Carnall [2.29], Rye [2.30], 
Planning, and Scheduling Fountain [2.501, Trahant; Burke [2.88], Talwar [2.106]. 
9 Formal Business Dale; Prapopoulos [1.1], Seashore; Lawler III; Mirvis; 
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Management System Cammann [2.26], Boaden; Dale; 12-44], Oakland [2.451, M. 
Roy; K. Roy [2.1081. 
9.1 Define Management MBNQA [2.57], EFQM [2.581, ISO 9000 [4.2], ISO 14000 
Responsibility [5.171, Lascelles; Dale [5.261. 
9.2 Define Business Processes Kami [2.351, MBNQA [2.57], Nwabueze; Kangi [2.781, 
Enabling Structure Davenport [2.80], Furey [2.1071, Bartlett; Ghoshal [5.27], 
Erhardt; Kramer [5.28], Hill [5.29], Fisher [5.30]. 
9.3 Customer-Based Process Boaden; Dale; [2.44], Oakland [2.45], Fountain [2.50], 
Management (Improvement MBNQA [2.571, EFQM [2.58], Nwabueze; Kangi [2.781, 
& Control) Davenport [2.801, Talwar [2.106], Furey [2.1071, M. Pryor, W. 
Pryor, [2.1601, Pereira, Aspinwall [2.1611, Ihlls; Collins 
[2.1641, Harrison; Pratt [2.165]. 
9.4 People Management Lippitt-, Langseth; Mossop [2.221, Carnall [2.29], Fountain 
[2.501, MBNQA [2.57], EFQM [2.581, Bartlett; Ghoshal [2.133, 
5.241, Investor in People [5.4], Thomas; Pollock; Golman 
[5.20], J. Oakland, S. Oakland [5.31]. 
9.5 Supplier Partnership Kami [2.35], Oakland [2.45], Fountain [2.50], MBNQA [2.57], 
Management and Control EFQM [2.58], Matta; Davis; Mayer; Conlon [5.321, Harrington 
[5.33]. 
9.6 Information Management MBNQA [2.57], EFQM [2.58], Bashein; Markus; Riley [2.102], 
and Control Chang [2.1521, Pollalis [2.159], Glenn; Thistlethwaite [5.34], 
HarUnan [5.351. 
10 Informal Business Dale; Prapopoulos [1.1], Schneider, Goldwasser [2.21], 
Management System Seashore; Lawler III; Mirvis; Cammann [2.26], Rye [2.301, 
Boaden; Dale; 12.441, Oakland [2.45], 1VL Roy; K. Roy [2.108], 
Herbert [2.115], Oakland [5.101, Kotter [5.131, Thomas; 
Pollock; Gorman [5.20], Mintzberg [5.231, Hassard; Sharifi 
[5.361. 
10.1 Conduct Culture Surveys & Trahant; Burke [2.881, Hassard; Sharifi [5.36], Sleezer; 
Communicate Results Swanson [5.37], Mallak; Kurstedt [5.381, Bate [5.39]. 
10.2 Assess Scope and Trice; Beyer [2.1711, Hofstede [2.182,2.183,2.184], Mintzberg 
Magnitude of Change [5.221, Hassard, Sharifi [5.36], Mallak; Kurstedt [5.38], Bate 
[5.391, Aviel [5.40], Gautam. [5.41]. 
10.3 Radical Culture Change Bartlett; Ghoshal [2.1331, Trice; Beyer [2.1711, Hassard; Sharifi 
15.36], Bate [5.39], Gautam, [5.411. 
10.4 Maintain and Reinforce Bartlett; Ghoshal [2.1331, Trice; Beyer [2.1711, Mintzberg 
Existing Culture [5.231, Hassard; Sharifi [5.36], Bate [5.391, Gautam [5.41]. 
11 Long Tenn Objectives Pearce [2.112], Bounds [2.1131, Bonissone; Dutta. [2.128], 
Calfee [5.7], Bounds; Yorks; Adams; Ranney [5.8], Drohan 
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[5.22], Fiero [5.421. 
12 Short Term Objectives Pearce [2.1121, Bounds [2.1131, Bonissone; Dutta [2.128], 
Calfee [5.7], Bounds; Yorks; Adams; Ranney [5.8], Droban 
[5.221, Fiero [5.421, Schaffer; Thomson [5.43]. 
13 Grand Strategies EFQM [2.58], Pearce 12.1121, Bounds [2.113], Bonissone; 
Dutta [2.1281, Drohan [5.221, Fiero [5.421. 
14 Short term Strategies Pearce 12.112], Bounds [2.113], Bonissone; Dutta [2.128], 
Drohan [5.22], Fiero 15.42], Schaffer-, Thomson [5.431. 
15 Policies Deming Prize [2.56], EFQM [2.58], Pearce [2.1121, Bounds; 
Yorks-, Adams; Ranney [5.8], Jauch; Glueck [5.9]. 
16 Action Plans DoD [2.43], EFQM [2.58], Pearce [2.1121, Bounds 12.1131, 
Bounds; Yorks; Adams; Ranney [5.8], Jauch; Glueck [5.9], 
Oakland [5.10], DoherV, Wells; Burnes [5.11 
17 Implementation of Action Carnall. [2.29], Rye 12.30], DoD [2.431, EFQM [2.58], Talwar 
Plans [2.106], Pearce [2.1121, Bounds [2.113], Jauch; Glueck 1 
18 Business Results NMNQA [2.571, EFQM [2.58], J. Oakland; S. Oakland [5.3 1], 
Madu; Kuei; Jacob [5.441. 
19 Review, recycle and Dol) [2.43], Deming Prize [2.561, EFQM [2.581, Pearce [2.112], 
Continuously Improve Bounds 12.113], Bounds; Yorks; Adams; Ranney [5.8], Jauch; 
I I 
Glueck [5.91, Doherty; Wells; Burnes [5.11 ]. 
The above table shows that strong basis is found to exist in the literature for the 
different model's major criteria and sub-criteria, and thus "content validity" of the 
model through the literature is achieved. 
5.3 Validation of the Model through the UK Experts'Survey 
The main objective of this survey is to validate the theoretical foundation of the 
preliminary model by establishing a strong basis for the research model's underlying 
values, content of major criteria and new ideas, and ensure the usefulness of the 
model and its underlying values in the UK. The following constitutes the main ideas 
and assumptions that the researchers wanted to confirm before developing his final 
comprehensive research model. 
1. The importance of instituting a dynamic strategic planning model in response 
to the existing dynamic environment worldwide. 
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The basic principles of improvement methodology (i. e. TQM and BPR) are not 
cultural oriented, however, their implementation methodology must be tailored 
to suit a particular culture. 
I The importance of TQM and BPR to the successfulness of the developing 
countries. 
4. Criticism of TQM and BPR are mostly attributed to their implementation 
methodology rather than their basic principles and central tenets. 
5. The relation between TQM and BPR and their synergy. 
6. The need for having a prescriptive model that companies could effectively 
utilise to assess their current position, and serve as a guide to achieve 
improvement. 
7. Other assumptions related to the model's major criteria and new ideas. These 
include the importance of drawing up an integrated agenda for change, 
ensuring that the vision statement comes after building the leadership system 
and with the general agreement of all stakeholders, the importance of 
conducting a cultural audit in the beginning of any change process, the 
significance of considering formal and informal systems of the organisation, in 
addition to the integration of the assessment models such as the EQA and the 
MBNQA in the business planning of the organisation. 
5.3.1 Survey Results: 
The results of the survey provided strength to the preliminary model's underlying 
values, and supported the basic assumptions of the model's content and the viability 
of the research arguments. Hence, providing a basis for the next phase of the research 
effort. The following is a brief overview of the survey's important results, the 
complete results of the survey are found in Appendix (A) of this thesis. 
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100% (agreed or highly agreed) that the model should be dynamic and allow 
for the speedy implementation of new emerging strategies. 
2.82 % (agreed or highly agreed) that purpose, process, and people are the three 
pillars of today successful management, while the remaining 178% were 
neutral. 
3.89% (agreed or highly agreed) that the implementation methodology of 
improvement approaches such as TQM and BPR is cultural sensitive while 
their core principals are not. 
4.71 % (agreed or highly agreed) that TQM is crucial to the survival of 
developing countries, 23 % were neutral, and 6% disagreed. 
79 % (agreed or highly agreed) that BPR is crucial to the survival of 
developing countries, 16% were neutral, and 5% disagreed. 
6.63% (agreed or highly agreed) that there is no general agreement towards the 
exact definition of TQK 11% were neutral, and 26% (disagreed or highly 
disagreed). 
7.95% (agreed or highly agreed) that there is no general agreement towards the 
exact definition of BPR. 
8.94% (agreed or highly agreed) that criticism to TQM is attributed to its 
implementation, however, 29% (agreed or highly agreed) that criticisms to 
TQM are attributed to its central tenets. 
9.83% (agreed or highly agreed) that criticism to BPR is attributed to its 
implementation, however, 47% (agreed or highly agreed) that criticisms to 
BPR are attributed to its central tenets. 
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10.59% (agreed or highly agreed) that no comprehensive model or approach have 
been developed yet to diagnose and remedy the causes of failure in TQM and 
BPR projects. 39 % supported the proposition of defining the relationship 
between TQM and BPR and developing an integrated model of the two 
approaches, 33% were neutral and 28% (disagreed or highly disagreed). 
11.63% (disagreed or highly disagreed) that a hybrid TQM/BPR would address all 
aspects that concern improvement in the organisation. However, 47% agreed 
that such hybrid TQM/BPR would resolve many deficiencies that the two 
concepts are claimed to have, and at the same time resolve the common 
problems facing their effective implementation. 
12.63% (agreed or highly agreed) the need to develop an easy to use guide to the 
companies to assess their position and serve as an implementation tool, 5% 
were neutral, while 32% were against the development of this guide. 
13.100% (agreed or highly agreed) the importance of drawing up an integrated 
changing agenda before starting major restructuring initiative(s). 
14.50% (agreed or highly agreed) that vision should come after building the 
leadership system, while 33.3% (disagreed or highly disagreed). 
15.61% (agreed or highly agreed) that key stakeholders should approve the vision 
statement, 22% were neutral, while 17% disagreed. 
16.100% (agreed or highly agreed) that management of change should consider 
both formal and informal systems in their change endeavour. 
17.71% (agreed or highly agreed) the importance of cultural audits as necessary to 
communicate the guiding principles of the new culture. 
18.79% (agreed or highly agreed) the dynamic state of the mission statement. 
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19.45% (agreed or highly agreed) the use of Quality Award Models for assessing 
the internal and external environments in a strategic planning model, 33% were 
neutral, and 22% were against. 
20.27% agreed that EQA is the most comprehensive model among the other 
models, 42% were neutral, 15% disagreed, and 16% did not respond to this 
question. 
According to the analysis of the survey results, the experts confirmed the following 
concepts (over 70% score) which have been utilised in the final model explained in 
chapter 4. 
1. The dynamic state of the strategic planning model. 
2. The importance of the purpose-process-people concept. 
3. The importance of both TQM and BPR for the survival of developing 
countries. 
4. Implementing a hybrid TQM/BPR does not necessarily address all aspects 
concerning successful organisation. As such, other improvement approaches 
have to be considered to complement the integration of TQNI/BPR. 
5. The importance of implementing changing agenda at the outset of major 
restructuring initiative. 
6. The importance of considering both formal and informal systems within the 
change process. 
7. The importance of cultural audits to the communication system of the 
organisation. 
8. The dynamic nature of the mission statement. 
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Other criteria, which did achieve similar agreement from the UK experts (50% -69%), 
are still used within the new model. The reason is that these criteria are considered 
new and have not been in practise for a long time. This was evident from their low 
agreement percentages. These criteria are: 
1. The vision statement should follow the building of the leadership system. 
2. All Stakeholders should approve the vision statement. 
Finally, the integration of the quality awards models within the strategic planning of 
the organisation is used in the model despite its low rate of agreement (44%). This 
low rate could be justified by the unfamiliarity of these awards to some respondents. 
This was clear from the high percentage of either "not answered" or "neutral" 
answered questions. Also, in the general comment form, a high percentage of experts 
expressed their lack of knowledge regarding details of existing quality awards, and 
many of them were not even familiar with the EQA. The following represents a 
sample of the respondents' comments: 
1. "A formal culture audit is a cumbersome tool of little value. " 
2. "Fundamentally BPR has several weaknesses. " 
3. "Criticisms to TQM are based on lack of understanding, TQM cannot be 
wrong. " 
4. "1 very much like the idea of using the European Award model in the strategic 
planningprocess of the organisation. " 
5. "Many ideas seem applicable but needfurther research. " 
In conclusion, the content validity of the 
, model 
in terms of its underlying values, 
assumptions, and the model's content of major criteria and sub-criteria is achieved. 
Also, the analysis demonstrated the viability and useUness of the research model and 
its underlying values in the UK. 
122 
5.4 Validation of the Model through the UK Leading Companies' 
Survey 
The objectives of the survey are: 
Ist. To validate the model's content (major criteria and sub-criteria) in terms of 
their importance, applicability, location in the model, and cultural sensitivity. 
2nd. To validate the model's content through a case study approach. This includes 
examining what quality management and the quest for excellence mean to five 
of the interviewed companies, how they have managed successfully both 
business and organisational changes, and how their approaches are similar to 
the ones presented in the research model 
3rd. To take the opinions and comments of the respondents about the research 
model, its importance to their operations, their readiness to adopt the model, 
and its originality in terms of adding new features to their existing models and 
approaches. 
In connection to the three objectives of the survey mentioned above, the results are 
presented in the following three sections. The first explains the results of the 
validation process with regard to the model's criteria in terms of their importance, 
applicability, and location. The second introduces the different approaches that the 
companies followed to achieve excellence in business performance and how their 
approaches are similar to the model's criteria. The third section presents the 
respondents' statements, which express their comments and concerns on the research 
model. 
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5.4.1 The Validation of the Model's Content, Criteria location, and Cultural 
Sensitivity 
Three types of results are discussed in this section. The first is concerned with general 
information about the companies' approaches to change. The second involves the 
results of the importance of the model's major components. The third is concerned 
with the results of validating the model's major criteria and sub-criteria. The 
following is a brief over-view of the important results of each type. The complete 
results are found in Appendix (B) of this thesis. 
Change Information: 100% of the companies exercise second-party 
certification and have an operational ISO 9000 quality management system. 
60% have an operational ISO 14000 environmental management system. 20% 
are implementing BS 8800, while 80% are adopting Investors in People 
Standards. 100% of the companies are implementing TQM concepts, while 
70% are implementing BPR. 
As for the improvement approach, 60% have self-developed their own 
approach. 80% contracted part time consultant, while only 20% employed full 
time consultant. 40 % are using pre-prescriptive step-by-step approach as an 
improvement methodology. 80% are using non-prescriptive methods embraced 
within some form of a framework. Methods outlining the wisdom, philosophy 
and recommendations of internationally respected experts (Deming, Juran, or 
Crosby) are used by 50%, while 60% of the respondents are implementing Self 
Assessment Models such as the EQA, and the MBNQA- 
The following represent the major challenges that the companies face when 
implementing change and their respective percentages in descending order. 
Top management commitment 70%, financial problems 70%, resistance to 
change 60%, corporate culture 60%, communication 60%, technology 50%, 
lack of strategy 40%, performance measurement 30%, national culture 30%, 
information 20%, implementation 20%. 
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2. Model Major Components: The responses showed very high percentages 
regarding the importance of the different components of the model, which 
confirm the viability of the model's major components. The importance of 
concepts like management of change, national culture, corporate culture, TQK 
and dynamic strategic planning attained (highly agree & agree) of 90% and 
over of the respondents. To a lesser degree were the concepts of integrated 
business management system (80%), prescriptive step-by step modular 
approach (70%), and BPR (70%). The least was for using self-assessment 
model as a tool to assess the organisation's competitive position (60%). 
3. Model Content (Major Criteria and Sub-criteria): this part shows the 
agreement of the respondents towards the applicability of the model's criteria, 
their location in the model, the sensitivity of the criteria to the size and the 
national culture of the organisation. 
The responses showed very high percentages regarding the applicability of the 
different components of the model, which confirm the validity of the model's 
major criteria and sub-criteria. Almost all the major criteria and sub-criteria 
attained (highly agree & agree) of 90% and over of the respondents. To a lesser 
degree were the impact on society (80%), business processes definition (80%), 
culture adaptation (national culture) (80%), radical culture change (80), and the 
second/third party assessment (70%). The least was again for using self- 
assessment model as a tool to assess organisation competitive position (60%). 
The validation of the location of the different criteria and sub-criteria were also 
achieved by (highly agree & agree) of 90% and over of the respondents. The 
only three criteria that attained the general disagreement of the respondents 
were the leadership (80%), the mission statement (90%), and the financial 
resources (70%). The respondents recommended that the locations of the first 
two major criteria and the third major sub-criteria should be in the strategy 
formulation phase and not in the managing change phase, as was suggested in 
the original model. 
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Regarding the cultural sensitivity of the models major components, the 
following represent the percentages of the respondents who (agree & highly 
agree) that the concepts are cultural sensitive: national culture and corporate 
culture (100%), management of change (70%), TQM (60%), and BPR (70%). 
As for the sensitivity of the model's criteria, the following are the results of the 
cultural sensitive criteria and sub-criteria: management of change (60%), 
leadership system (70%), management responsibility (60%), informal business 
management system (90%), mission statement (100%), long term objectives 
(70%), grand strategies (60%), policies (70%), people management (80), 
employee satisfaction (80%), customer satisfactio n (60%), and impact on 
Society (80%). Further elaboration on these criteria is found in Chapter 7 of 
this thesis. 
Despite the fact that the model is not targeted to SMEs, the researcher wanted 
to take this opportunity to investigate the sensitivity of the model's criteria to 
the size of the organisation, which would provide sufficient information for 
future researches, on the adaptation of the model to SMEs. The management of 
change phase and strategic formulations phase and their different sub criteria 
were found to be size sensitive. However, the strategy implementation phase 
and the business results showed low sensitivity to the size of the organisation. 
In conclusion, the first part of the above results confirmed the appropriateness 
of the selected companies to the validation process, they all combine a model 
that defines "quality management", a model, which structures and guides the 
change process in the organisation. The second part confirmed the importance 
of the model's major components to the interviewed companies, and finally 
the third part demonstrated the validity of the model's major criteria and sub- 
criteria and their locations in the model. 
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5.4.2 The Validation of the Model's Content through Case Studies of UK- 
Based Leading Companies 
In this section, the researcher selected the case study approach to validate and support 
his arguments and assumptions developed in the model by studying and analysing the 
approaches followed by ten leading UK-based manufacturing and services companies. 
This section explains in some details what quality management and the quest for 
excellence mean to these companies and how they have managed both business and 
organisational changes and painted a picture of the approaches chosen. The emphasis 
here is on gaining insights and identifying similarities with the research model, rather 
than developing "recipee' or "how to do" model. In following sections, the researcher 
summarises areas where these companies are similar to the research model's criteria. 
For the purpose of this section, five companies have been selected. These companies 
are Rover Group, Ulster Carpet Nfills, Hewlett-Packard (HP), The Boots Company 
and British Telecommunications (BT). The main reason for selecting these five 
companies is that they show remarkable differences in their approach and 
methodology to achieving business excellence. They are all in the manufacturing area 
except for BT in the services domain. They all have overseas subsidiaries with a 
history back to the beginning of the 20t" century. All these companies, except for 
Ulster Carpet Mills, are characterised by large number of employees ranging from 
37,000 at Rover Group to 120,000 at BT with an annual turnover ranging from 4,578 
million GP at Boots Company to 42,000 million GP at BP in 1997. 
Except for the Boots Company, they are all Award Winners of the UK Quality Award 
for Business Excellence in the years 1994,1996 and 1997. Despite the differences 
between these companies, they all share a number of features common to winning 
companies. They are all competitive companies having their established records of 
success. What most of the characteristics have in common is that they combine a 
model that defines "quality management", a model, which structures and guides the 
change process and a way for defining clear objectives. 
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5.4.2.1 Rover Group [5.45][5.46] 
The name Rover was first applied to a motor car in 1904. In the mid 1970s the then 
British Leyland company was in serious financial difficulties and was taken into state 
ownership'. The early 1980 was characterised by declining profitability and falling 
customer satisfaction. The root cause of these difficulties was the aggressive pursuit 
of strategies more appropriate to a volume producer competing than the medium sized 
player, which the company then was. The turning point of the company was in 1986 
when a reconstituted Board and senior management team set an objective to 
reposition the unsuccessful volume producer into a successful specialist producer. 
The launch of Rover's Total Quality Journey in 1987 was a crucial step in creating 
an environment for change as a basis for business improvement. The first employee 
attitude survey, which covered 10% of their employees, proved to be the most 
valuable element of their change program. It revealed that the Company's systems, 
procedures, management style, and practice were all barriers to the achievement of 
consistently high quality. One of the recommendations was to adopt Total Quality 
(TQ) and fundamentally change the culture of the organisation. In response to the 
survey findings, the executive members of the board committed themselves to 
personally lead the process of change required and signalled this to the rest of the 
organisation by establishing themselves as a quality council and setting up flagship 
projects, supporting multifunctional improvement activities which they have 
individually lead. 
As the first steps towards creating a customer oriented organisation, the board drafted 
a quality policy statement, in addition to authorising a significant investment ($ I m+) 
in TQ education and training for all employees. Rover's 3,000 managers were the first 
to be trained. The roll out of the Total Quality Improvement (TQI) programme to all 
33,000 non-management associates started by forming local steering groups to 
manage a TQI cascade process. Over 500,000 training hours were devoted to the 
completion of awareness programmes covering all Rover's employees. 
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In 1989, Rover created a new vision statement underpinned by four 'key thrusts' to 
strengthen the focus of improvement activities: "Rover is internationally renowned for 
Extraordinary Customer Satisfaction. " Re-defined strategic projects were initiated to 
accelerate progress to the delivery of Rover's objectives. The deployment involved 
the establishment of multi-functional teams to address major corporate improvement 
opportunities. In addition to this top down approach, TQI steering groups established 
local quality improvement goals and measures consistent with corporate objectives 
and promoted widespread participation in Quality Action Teams' and discussion 
groups. 
On completion of the cascade, the scope of Rover's TQI programmes was broadened 
by the launch of major initiative in the Group's 'extended enterprise' of suppliers and 
independent 'Retail Dealers" in the distribution chain. TQI awareness' workshops and 
joint quality improvement groups were successfully applied for their suppliers and 
dealers. 
Despite all of the above initiatives, progress in terms of delivered benefits was patchy, 
Natural resistance to change was also exacerbated by the uncertainties created by the 
economic downturn in the early '90s. To address such barriers, a programme was 
launched in 1990 to communicate the strategic vision, underline the competitive 
threats, and provide a framework to encourage participation and commitment with the 
introduction of new terms and conditions of employment. 
A high level reengineering process was followed to construct a customer-focused 
organisation - business units replacing large corporate engineering and manufacturing 
functions - with fewer layers, broader roles and maximum delegation of authority. 
Each of the new business units developed mission and critical success factor 
statements in support of Rover's Group's vision and cascaded these objectives within 
their organisations. 
The development of a quality strategy was a critical enabling activity. A 'Milestone' 
timing plan, with a five year perspective, was created to chart the progress required 
for achievement of world best-in-class standards in each of Rover's key business 
processes. Over 700'stakeholders within Rover Group were involved to ensure the 
129 
validity of the plan and commitment to its delivery. Benchmarking was introduced 
formally in Rover to support the quality strategy development process. 
Planning for the next five years (1996-2000) has required a fundamental look at the 
strategy process. As part of this, Rover reviewed their key business processes. The 
new definition adopted by Rover now is that a key business process must start and end 
with the customer. Using this definition gives four operational processes. These are 
develop new product, generate demand, fulfil demand, and finally inspire lifetime 
relationship. In addition to two supporting processes: management of people and 
development of the business itself. Some of their major activities in the management 
of people have been very much looking at the side of major culture issues needed for 
the change. 0 
The business cycle as shown in Figure (5.1), starts with planning the business which 
leads into developing new products, then generate demands, then fulfil demands, and 
finally inspire lifetime relationship. As a result of these activities, measure 
effectiveness, which will eventually lead to setting priorities for improvement. The 
cycle is very much like the famous Plan, Do, Check and Act (PDCA). 
From 1993, a model closely aligned with the EFQM was adopted and this has 
facilitated increasing integration of the self-assessment process into the business 
planning cycle. A decision by the quality council to submit the whole organisation to 
external assessment set a challenge to all parts of the Group. Gap and fall down areas 
were identified and further opportunities for improvement were highlighted by the 
assessors. 
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In March 1994, the company was acquired by BMW AG and is now an independent 
subsidiary within the world's largest group of specialist vehicle manufacturers. Rover 
Group is a different company to the one, which started a TQ Journey in 1987. 
Survival is no longer the primary driving force. The company has returned to 
profitability in a period of unprecedented market difficulties. A clear strategy for the 
future of Rover Group is established based on TQ principles with the over-riding 
objective of becoming known, world-wide for extraordinary customer satisfaction. 
5.4.2.2 Ulster Carpet Mills [5.47][5.48] 
Ulster Carpet Mills is a subsidiary of Ulster Carpet Mills (Holding) limited, a farnily 
owned Private Company based in Portadown. In 1988, the company was at a crucial 
turning point. The three Wilson brothers, whose father founded the business in 1938, 
were approaching retirement age and there were no members in the family to take 
over. The future of the company was in the balance. 
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An industry review in 1989 revealed serious challenges for the company. Ulster 
Carpets was virtually indistinguishable from its competitors in efficiency, technology 
or quality. Like many other manufacturing companies, it was threatened by low-cost 
foreign competition. It was clear that the company had to make major changes to 
survive. 
After considerable turmoil and several strategic meetings, the board member decided 
on a series of measures, which would radically change the way the company used to 
operate. The most crucial of these was a move away from an autocratic management 
style towards greater employees empowerment. 
The mission statement of the company was first drawn up in 1989 by a team 
representing all levels and covering the main functions within the company. A review 
team, led by the chairman re-examined the mission statement in 1992 when they were 
further down the TQ route to ensure that the statement covered all aspects of their 
business and direction. The change of emphasis from "satisfying customers" to 
"delighting customers" was central to their formulation of their policy, strategy and 
subsequently their business plans. 
The company has also recognised the need to establish a quality culture, which would 
permeate throughout the whole organisation. As such, they set out the company's 
value statements. The emphasis was on customers, employees, continuous 
improvement, using technology, responsibility towards community, and finally 
achieving good financial performances. The company has also recognised the 
importance of the informal culture within the company and emphasised the 
importance of dealing with informal leaders (trade union leaders) working in parallel 
with formal supervisors 
In its effort to achieve business improvement, the company opted to implement the 
European Business Excellence Model, however, they believe that it is only a tool for 
achieving desired performances. As such, they reshaped the model in order to satisfy 
their culture strategy and suit their needs. The company was awarded the UK Quality 
Award for Business Excellence in 1996. Their implementation is illustrated in the 
following areas: 
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1. Leadership high degree of commitment has been recognised as the key to the 
involvement and enthusiasm for continuous improvement within Ulster 
Carpets. Senior management set the main vision while each manager set a 
vision for his own department. 
2. Policies and Strategies are evolved from the company vision of the future. 
Their direction are set through a five year development plan (FDP) which they 
assess monthly and review annually. Directors and senior managers through 
face-to-face presentations in small groups communicate FDP to all employees. 
3. People Management has been a central issue to the company. This was 
reflected in the company mission statement as well as in the company values 
statements. They realised that their business effectiveness was increasingly 
dependent on their people. As such, they developed and implemented training 
strategies and plans to improve the knowledge of their employees. 
4. Processes have been defined based upon those values given by the customers, 
internal staff and the market place. Processes are monitored regularly to ensure 
that targets are met and in line with the company's strategies and objectives. 
5. Resources Management Systems: Finaiicial Management Systems are 
reviewed and improved to ensure good financial performances. Management 
Information Systems are seen as very valuable resources within the company. 
Material Resources are continuously improved through their active and 
creative partnership with their suppliers, and finally continuously improving 
the application of Technology using TQ concepts. 
6. Customer to the company is the most important person whose total 
satisfaction and delightful is central to their success. This thinking has been 
clearly reflected in their mission and values statements. 
7. People Satisfaction has been regularly surveyed at Ulster Carpet Mills as a 
way of measuring the effectiveness of their policies and programmes. In 
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response to the surveys findings, the company implements improvement 
projects to bridge real and perceived gaps. Many methods of communications 
are used to keep people aware of strategic and job related matters. A new 
programme is about to be launched, where financial awareness will be taken 
down to educate people on the shop floor. 
8. Impact on Society is part of the company's ethos. Uster Carpets is very much 
concerned about their impact on the society. This has been exemplified by 
having it as part of their mission statement "care for the community - sharing 
in our success and benefiting from our care for the environment. " 
9. Financial and non-Financial Business Results are seen as the logical 
outcome for all the company's efforts in the area of TQM. This commitment is 
captured within the company's values "we aim to achieve good financial 
performance. " 
Today, Ulster Carpet looks like a very different company. They are now one of two 
leaders in the domestic market and have become a world-wide key player. It is still a 
family company, but it is now on course to compete in global well into the third 
millennium. 
5.4.2.3 Hewleft-Packard [5.49][5.50][5.51][5.52] 
Bill Hewlett and David Packard first started Hewlett-Packard (HP) in 193 9 in a Palo 
Alto Garage. The company's first product was an audio oscillator that won excellent 
acceptance among engineers and scientists. HP went through a growing and maturing 
process learning about the new technology of electronics and internal effects of 
growth. 
The company is now one of the world's largest computer companies and the foremost 
producer of test and measuring instruments. The leading position that BP has now 
reached (winner of the UK Quality Award in 1997, no. 5 among foremost admired 
companies, and no. 10 among forebest companies to work in the USA) has instigate 
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the company to continuously develop its performance. Its impetus for change has been 
always to stay in the forefront among its competitors. 
Developing and deploying a TQM system has been a fundamental part of BP's 
business philosophy for many years. The company's flexibility to change is fostered 
by a decentralised organisation that gives business units considerable decision making 
authority. IHP's management practices are based on a belief that people are committed 
to doing a good job, and are capable of making sound decisions. 
During the year, BP continuously monitors their business environment. This is 
normally done by gathering data ftom different sources, such as customers, 
employees, markets, competitors and so on. This data is gathered for strategic 
decision purposes, other type of data is also feeding at the tactical level. The data is 
then reviewed on an annual basis for assessing the validity of their current plans. If 
their current planning needs change, the company pursues two actions: the first one is 
to alter the output performance of their current processes according to the expected 
challenges; the second involves looking into other fundamental changes that need to 
be made at the organisational levels such as restructuring. After that, they normally 
use a Japanese tool called 'Hoshin Planning', with the objective of deploying the 
change activity throughout the organisation. 
Hoshin in the Japanese language means 'way of setting direction'. Komatsu first used 
it in 1965. The Hoshin process starts with selecting breakthrough issues, followed by 
building the Hoshin plan, then building the implementation plan, and finally 
implementing and reviewing as shown in Figure (5.2). The process could be 
summarised as follows: 
L Selecting Breakthrough Issues aims at prioritising and selecting issues for 
improvement. It starts by identifying input sources for planning such as vision, 
mission, issues from the customers, etc. This will be followed by identifying 
key issues from all inputs, selecting criteria for prioritising issues, and finally 
identifying issues that may become Hoshin situation. 
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Building the Plan involves three stages: the first stage includes setting the 
context of the plan, making it clear to everyone the compelling urgency of the 
situation, and putting measurable, achievable and timely objectives with easy 
to derive goals and strategies. The second stage is to set strategies with 
measures/goals easy to derive to achieve the objective. The third stage 
involves breaking down the plan by making each strategy becomes an 
objective on a lower level plan and the corresponding measure becomes the 
lower level goal. The last stage is reviewing and updating the plan. 
3. Implementation Planning encompasses breaking down strategies into bite- 
sized tasks with clear and unambiguous descriptions, allocating owner and 
estimate time-scales and finally reviewing and revising the plan. Deploying 
the Plans involves two stage: the first one is to communicate the completed 
plan to every body, execute the plan as planned, measure and record the 
planned measurements and keep the plan up to date by regularly re-estimating 
and adding new tasks. The second stage is to review the plan quarterly by 
gathering input to the review, holding review meetings and finally updating 
Hoshin and implementation plans. 
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1. Select 2. Build 3. Buil 1 4: 
717mple 
Brealkthrougghý Hoshin PI ri P=, Implementation and Review 
aýn 
Issues Plan 
Figure 5.2: The Hoshin Process 
5.4.2.4 The Boots Company [5.53][5.54][5.55][5.56] 
The Boots Company has its roots in the mid- 19"' century, when John Boot 
England opened a small herbalist's shop. In 1877, the business was taken over hN! his 
son Jesse, who within few years, was to turn it into one of the most successful 
enterprises in the UK. 
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The last ten years have been particularly challenging to the company as the pace of 
change has accelerated. The company is now one of the best known retail names in 
the UK. Less well known is the diversity of businesses that make up the Boots 
company. They work for a very different company now - leaner, fitter, faster with 
greater focus, clearer accountability and better links between performance and reward 
and above all a growing sense of pride and purpose. The company strong belief is to 
keep moving and changing to stay ahead as standing still is no longer an option for 
them. 
That sense of purpose flows directly from the Value Based Management (VBM) 
philosophy that the company has adopted. Maximising shareholder value means that 
the company is unlikely to be bought by another. It is at the heart of everything they 
do, benefiting shareholders and all who have stake in the company's business. 
At Boots, the single overriding governing objective is "to maximise the economic 
value of the company for the benefit of their shareholders, " this means ensuring that 
shareholders will get the best possible return on their investments in Boots, through 
dividends payments and share price increase. 
The company has opted this philosophy because they believe that it is the single, 
unambiguous measure that allows them to take rationale decisions which strengthen 
and grow the company over time and which benefit all its stakeholders. 
Research has concluded that long term cash flow is the best measure of market value. 
As far as Boots is concerned, the only way to maximise shareholder value is for each 
business unit to maximise its own future cash flows. This requires managers to take a 
long-term view of the business. Their golden rule is to only invest in businesses where 
the returns are greater than the cost of capital (i. e. the minimum return expected by the 
shareholders). 
The structure of -their business units gives managers total accountability for value 
creation. By always selecting the way that will provide the greatest cash flows over 
the long term, the company will be sure that they are giving their shareholders the best 
retum. 
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Boots primary corporate target is to outperform 10 peers companies with similar 
characteristics to them. Company performance is measured over rolling, four-year 
cycle, in terms of total shareholder return relative to a peer group leading companies 
like Sears, Tesco, J Sainsbury and Marks & Spencer, in terms of total shareholder 
return. The peer group is reviewed before each performance cycle to maintain its 
relevance. Their ambition is to be at least on the top three of the list. Their incentive's 
scheme and reward system are geared on shareholder return of the company against 
peer companies. The key issue is that if the company is going to be managed by 
VBK then the people should be remunerated in exactly the same measures not some 
other measures. 
All business units at Boots adhere to the same basic approach to developing their 
business plans. It usually starts with an objective. A very rigorous fact based 
assessment of all potential sources of values, what the key elements of these sources 
are and how they might be deployed and directed to positive effect will follow this. 
The rigorous analysis drives out issues that are facing the business. 
Having identified such issues, The next stage involves generating alternative solutions 
to key problems and opportunities to address such issues. Their alternatives are being 
evaluated and the selection will be on the ones with the highest potential to maximise 
cash flow in over at least ten years period. This requires the basic principles of VBM 
to be integral to management's thinking all the time. These principles concern the 
financial, strategic and organisational determinants of value as well as the relationship 
linkages between them as illustrated broadly in Figure (5.3). Identifying key 
performance indicators will follow this and milestones by which implementation can 
be monitored and controlled. 
Strategic Effectiveness Financial Shareholder 
+ Performance Value Organisational Effectiveness 
Figure 5.3: Principles of VBM 
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Agreeing performance contracts is done once a year, but the strategic planning 
process is an on going process and does not have to be once every year. If there are 
initiatives for issues that arise during the year and different strategies will be adopted, 
then the executive directors would always expect to see a range of alternatives that 
have been considered and how certain strategies have been chosen. 
One of the key changes that the company is going at the moment is the change in how 
to manage people and develop their carrier planning. They consider people as more 
limiting than financial resources and as such they are trying to replicate exactly the 
same approach that decisions are made on financial investments to decisions they 
make on investment in people. They are trying to replicate the strategic planning 
process for how to make decisions on people and evaluate for the best option for the 
management of people. 
5.4.2.5 British Telecommunications (BT) [5.57][5.58][5.59][5.60] 
BT can trace its history back to more than 100 years, to the days when inventors from 
many nations were experimenting with a variety of ideas that led first to the electric 
telegraph and then to the telephone itself In 1984 when BT was privatised, 
telecommunications were primitive by today's standards. Today, BT is a new 
company to develop, deliver, and manage global communications services. 
BT has long been recognised internationally as leaders in the adoption of TQ to create 
culture change. BT intention is to stay always ahead, by continuing to develop their 
approach to quality in order to establish BT as the role model of excellence. Crucial to 
BT's success has been their commitment to the principles of TQ Since 1986 this has 
been an essential part of the company-wide culture. Their aim is to work in 
partnership with their customers and suppliers to ensure that they are all successful. 
At BT, self-assessment using the Business Excellence Model provides the foundation 
for improvement, allowing them to measure their performance against direct and 
indirect competitors and driving forward improvement within their business. 
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BT have been involved in the development of the Business Excellence Model since its 
launch in 1992 and won the Quality Award for Business Excellence in 1997. Their 
application of the Business Excellence Model in the pursuit of world class customer 
service and business success, has produced outstanding results in an exceptionally 
competitive environment, however, some weaknesses within the model, such as issues 
of suppliers and marketing, have been recognised and resolved. The following 
describes their approach to business improvement. 
Leadership: BT believes in a proactive leadership that inspires excellence in 
all they do. Their support of business excellence outside BT, and their active 
involvement in the EFQM and the British Quality Foundation are just two 
indicators of the efforts they make to help businesses see the benefits that 
quality can provide. 
2. Policy and Strategy: BT creates policy and strategy to ensure they meet the 
need of their all stakeholders. All the work they do are driven by their vision 
"to become the most successful world-wide telecommunication group" and 
their mission "to provide world class communication and information 
products and services and to develop and exploit their network at home and 
overseas. " Mission and vision have been agreed by their board and 
communicated to all of their people. In order to fulfil their mission and drive 
towards their vision, they agree annual corporate objectives based in part on 
the self-assessment using the Business Excellence Model. They use 'balanced 
scorecard' of key measures to ensure that their objectives address shareholder 
value, customer focus, process excellence, and organisational learning. 
3. People Management: They manage their people in ways designed to secure 
their commitment and release their creativity, resourcefulness and enthusiasm. 
They aim to release the potential of each individual through training and 
development to provide them with the right skills. They ensure that things like 
vision and mission are communicated across the entire workforce and 
understood by everybody. Continuous improvement in health and safety is an 
integral part of their people management system. 
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Resources: Among other resources, BT recognises the importance of building 
partnership relationship with their suppliers and business partners to provide 
world class products and services. A recent conference to a large number of 
BT's suppliers saw the launch of the new BT Investing in Excellence Awards. 
These awards are their way of recognising and thanking suppliers who make 
an outstanding contribution to their business and who demonstrate a 
commitment to working and succeeding together. 
5. Processes: BT develops and operates processes to consistently meet their 
customer expectations and to serve as the benchmark for their industry. Their 
quality system is a company-wide framework that includes measures and 
formal review disciplines. Together with self-assessment against the Business 
Excellence Model, it forms the foundation of their drive to continuous 
improvement. Within BT, they are moving more towards the family structure 
of what they call the trading units. They traditionally had departments, which 
correspond more to the pyramid type hierarchy, and now they are moving 
more to flat circles where there are self-contained business units. 
6. Customer Satisfaction: The company aims at delighting their customers 
through close attention to their needs in their efforts to build a long-term 
partnership relationship with them. They use a variety of techniques such as 
call-back schemes, personal visits, and analysis of complaints in order to 
gather valuable information. 
7. People Satisfaction: BT acknowledges people as key stakeholders in the 
business and ensures their satisfaction by recognising and rewardingtheir 
commitment and contribution. In order to continuously improve their people's 
satisfaction, they conduct annual, comprehensive surveys of people's attitude, 
provide easy access to senior managers, and from regular opinion and 
feedback groups. 
8. Impact on Society: The company directly supports and encourages their 
people to contribute to, the social, economic, cultural and environmental well 
being of the communities in which they do business. They have been praised 
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for their leadership in environmental management and in promoting standards 
to improve the environmental standards of their suppliers. 
9. Business Results: BT achieves excellent business results by ensuring that 
good leadership drives their policy and strategy, people management, 
resources and processes to earn the satisfaction of all stakeholders and the 
delight of their customers. 
5.4.3 Summary of the Companies' Approaches 
While the above section is meant to give a brief outlook of the experiences of the five 
companies, one should be aware of the fact that the description given cannot fully 
express the results, progress and performance improvement approaches as presented 
by the companies. 
These companies have achieved major parts of their set objectives by successfully 
adopting approaches that show remarkable differences. Following is a very succinct 
description of the companies' different approaches. 
Rover Group [5.46] has made its way to success by adopting the EQA Model as a 
tool for business improvement and achieving extraordinary customer satisfaction. 
Building partnership relationships with their customers, suppliers and the community 
have been central issues to the company. 
Ulster Carpet Mills [5.48] opted the EQA model to improve performance in the 
organisation. People management and employees' (internal customers) satisfaction are 
considered as key principals in the company's way to success. The company believes 
that when employees are more satisfied in the workplace, they will be motivated and 
committed to delivering quality products, which meet customer requirements and 
ultimately, lead to a superior business performance and results. 
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HP [5.50] has chosen its own model to improvement based on the EQA Model. They 
use Hoshin Planning as a tool for deploying focused change activities in the company 
with a clear emphasis on process management. 
The Boots Company [5.54] has adopted the VBM philosophy whereby everything 
they do has to maximise the Value of the Company for their shareholders. Their 
adoption of the VBM, as they mentioned, has not been at the expense of any other 
success factors e. g. customer satisfaction. 
BT [5.58] approach to success has been based on self-assessment using EQA Model. 
Key to the success of the company is their Supply Management System. The have 
succeeded in bringing their suppliers further up to the company's value chain-just as 
their customers are expecting from them. 
5.4.4 Areas of Similarities between the Companies' Case Studies and the 
Research Model's Criteria and Sub-Criteria. 
In their pursuit to achieve excellence, the companies described seem to have cherished 
the ideas of people like Deming, Juran and Ishikawa. Where necessary, they have 
developed their ideas and added new insights as provided by models like the EQA 
Model. If we summarise the rich and varied perspectives and insights as provided by 
these cases, it will be noted that their improvement approaches involve many aspects 
that are central in the research model. These aspects are summarised in two major 
points: 
1st. A culture change process, which ultimately has manifested itself in, improved 
customer satisfaction, reduced operational costs, and ultimately improved 
financial results, 
2nd. A greater attractiveness to employees, a learning atmosphere, and a long-term 
commitment by its top management for achieving excellence in business 
performance, 
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Table (5.2) illustrates detailed overview of the similarities between the different 
approaches and techniques adopted by the ten companies and the model's content 
(major criteria and sub-criteria). These issues were extracted from the interviews with 
the companies' representatives, the materials collected from the companies, and the 
desk research conducted by the researcher. 
It should be noted that almost all the model's major criteria and sub-criteria are found 
in one way or another within the companies' different approaches, however, in this 
table the researcher only presents the criteria where the companies emphasised and 
highlighted within their approaches. 
Table 5.2: Validation of the Mode's Major Criteria and Sub-Criteria through 
UK Companies' Case Studies 
# Major Criteria Companies 
1 Leadership System All Companies 
1.1 Establish Sense of Urgency within Key Stakeholders British Gas 
1.2 Surface Dissatisfaction with the Current State among key 
Stakeholder 
British Gas 
1.3 Formulate/Alter a Guiding and Supporting Coalition from 
Key Stakeholders 
British Gas, Bass Brewers, Ulster 
1.4 Select an outside Consultant British Gas 
1.5 Educate and Train Coalition Rover 
1.6 Define a Sharcil Vision for the Desired Future State of the 
organisation 
All Companies 
1.7 Communicate Vision and Cultural Norms to Key 
Stakeholders 
Jaguar, Ulster, JCB, BT 
2 Mission Statement All Comparucs 
3 Continuous Assessment of the Organisation 
Competitive Environment 
1HP, Boots, Ulster, BP, ICL 
3.1 2nd/3rd Party System/Product Audit/Asscssment (i. e. ISO 
9000, ISO 14000, EQA) 
All Companies 
3.2 Self-Assessmcnt of the Organisation (EQA,. NMNQA) 
- 
BT, ICL, Rover, Ulster, 11P 
3.3 Assessment of Competitors/ Similar Businesses 1HP, ICL, Rover, Boots, JCB 
3.4 Assessment of External Factors All Companies 
4 Strategy Knowledge Base 
- 
Ulster 
To ritinuous Development of Strategic Options Boots, BP, ICL 
Continuous Assessment of Strategic Options Boots, BP, ICL 
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6.1 Assess Organisation Capabilities and Competencies Jaguar 
6.2 Scenario Planning ICL 
7 Strategic Choice All Companies 
8 Change Studying, Planning, and Scheduling Bass, British Gas, UP 
9 Formal Business Management System All Companies 
9.1 Define Management Responsibility All Companies 
9.2 Define Business Processes Enabling Structure ICL, Rover, UP, Ulster, BT 
9.3 Customer-Based Process Management BT, UP, Rover, Ulster, ICL 
9.4 People Management BT, Boots, Ulster, Rover 
9.5 Supplier Partnership Management and Control BT, Rover 
9.6 Information Management and Control ICL, BP, Ulster 
10 Informal Business Management System British Gas, Ulster, Rover 
10.1 Conduct Culture Surveys & Communicate Results British Gas, Rover, BT 
10.2 Assess Scope and Magnitude of Change HP, Ulster 
10.3 Radical Culture Change Bass, Rover, 
10.4 Maintain and Reinforce Existing Culture All Companies 
11 Long Term Objectives Rover, Ulster, Boots, BT 
12 Short Term Objectives Rover, Ulster, Boots, BT 
13 Grand Strategies Rover, Ulster, Boots, BT 
14 Short term Strategies Rover, Ulster, Boots, BT 
15 Policies Jaguar, Rover, Ulster, Boots, BT 
16 Action Plans Rover, Ulster, Boots, BT 
17 Implementation of Action Plans Rover, Ulster, Boots, BT 
18 Business Results Boots, ICL, Ulster, BT 
19 1 Review, recycle and Continuously Improve All companies 
Finally, the case study approach have also succeeded in validating the model's 
underlying values and principles in addition to validating its content. Most of the 
model's criteria were found to have definite applications in the companies' 
approaches to improve business performance. 
5.4.5 Companies General Impressions towards the Research Model 
The third objective was also fulfilled and the companies' representatives were able to 
give critical appraisal to the research model. Despite the concerns raised by many of 
the companies' representatives regarding the complexity of the model and its 
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inappropriateness to the SMEs companies, their comments were in general very 
positive and in favour of the model's principles, rationale, and structure. The 
following represents a sample of the respondents' comments on the research model: 
Mr. Cedric Brown, Former C. E. O. / British Gas: "It is very important: I 
think it is valuable to set it down like this. Certainly when you are talking to the 
management of companies to encourage them to address things in a very 
professional management way, then something like this will be extremely 
valuable. However when you come to the actual activities, it will never be as 
precise as this. Yhe reality of doing it within an organisation and 
communicating it". 
2. Mr. Grahame Conibear, Corporate Development Manager / Boots 
Company: "Yes, it looks thatyou have got the right linkages, their are some 
differences than what we have, yet there are a great deal of similarities, 
especially on the stratqyformulation phase. " 
3. Mr. Chris Williams, Business Excellence Development Manager / BT: 
"ne single most and interesting thing about this is making sure that results of 
the self-assessment link back into the policy and strateST areas. Yhemodel 
looks ok because it is picking up all the aspects of the business excellence 
model of which I am specialised in. Yhe important thing is thatyou were able 
to recognise the need to make tactical adjustments, strategic adjustments and 
fundamental adjustments. You appear to me that you have captured every 
thing. "' 
4. Mr. David Gee, European Quality Director / HP: "Certainly, You got the 
right elements in there. Ipersonally understand the model, I can see how itfits. 
7he danger is that management people in organisations are not always that 
academic and model driven. Aere may be also a value in simplifying this 
again. " 
Mr. Barry Hopwell, Vice President - Systems Engineering / ICL: "I think 
it is a super model. I like your model better than EQA model, The model shows 
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the links hetween these ideas in a very logical matter that wouldformalise 
their implementation. " 
6. Mr. Paul Hodgson, Group Process Improvement Manager/ JCB: "I can't 
think of anything else that is missing. I am sure I could make use of it. " 
7. Mr. Anthony Jones, Director of Personnel / Jaguar: "It has got all the 
elements in it, hut I see them rather more sequential. " 
8. Mr. John Thomson, TQI Advisor / Rover Group: "7he model does make 
sense. I think it would help us because it ties in quite well, and took some of 
these processes and expanded them very well. I suppose that the difficulties in 
getting people accept the model is its complexity, as oppose to the EQA where 
You havejust the nine criteria. " 
9. Mr. Daniel Mclarnon, Director / Ulster Carpet Mills: "Yes it is a good 
model, it is a very comprehensive model, nat is key to the whole things and 
the model have achieved to identify in the strategic side is the strategic 
knowledge base. " 
10. Mr. Mike Fisher, IS & Change Director / Bass Brewers: " 7he model is 
fairly sound and solid It is totally practical hut needs resources to he 
implemented in SAIIEs. Using the model wouldformalise the processfor change 
and give it a better shape. Yhe model needs a remarkable management and it 
verY dauntingfor small organisations. " 
5.5 Discussions and Conclusions 
The researcher ensured the validity of the research model at its different stages 
of development, namely the preliminary model development stage, and the 
final model development stage. 
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2. Three means of content validation were used. The first one is literature 
validation, the second is prominent expert and academia validation, and the 
third one is practical validation fi7om practical case studies in the industrial and 
services fields. The results of these three means confirmed the content validity 
of the research model. 
3. Three different approaches were used to validate the research model. These are 
the postal survey approach, the interview approach, and the case study 
approach. The interview approach proved to be very effective tool as oppose to 
the postal survey approach. Some criteria that needed further explanation did 
not attain a high agreement from the expert's survey, as oppose to the 
interview survey. This explains the importance of selecting the interview 
approach in cases where certain concept or ideas could not successfully 
comprehended without the direct interaction with the respondents. An example 
is the self-assessment models in the strategy formulation phase. However, this 
approach limited the number of participants to ten companies. 
4. Besides validating the model's different criteria, the case study approach was 
evident in enriching the researcher's knowledge gained from the literature 
review, with practical case studies from successful case studies in the field of 
the research. 
5. The UK-based companies' survey supported the results of the literature review 
regarding the deficiencies in the exiting models and approaches, which also 
justifies the argument of this research. The major criticism that could be 
associated with their different experiences is the lack of holistic approach to 
improve performance in their companies and to draw the actual relationship 
among the different changing variables. It was very much clear that they were 
able to accomplish remarkable results in specific areas but it was sometimes at 
the expense of other important areas. The problems that are currently facing 
Rover Group is an example of what the researcher is trying to prove. The lack 
of a comprehensive model that would encompass all aspects of change at all 
levels, strategic, operational and cultural have been a common traits among the 
experiences of the interviewed companies. 
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Chapter Six 
Jordan 
6.1 Introduction 
Many authors have indicated that differences among organisations in different nations 
arise not only because of the national culture in which the organisations are located, 
but also because of other non-cultural factors. Such factors may include the country's 
level of development, natural resources, demography and level of education. On the 
one hand, some of these factors play a significant role in shaping the attitudes and 
behaviours of members of organisations. On the other hand, they influence how 
readily such nations accepts new concepts and management methodology not 
necessarily evolved within their own cultures. 
This chapter is considered an exploratory study of the effects that the both cultural 
and non-cultural factors might have on the applicability of the research model in 
Jordan. The chapter treats the Jordanian case from both the non-cultural and cultural 
perspectives. The first part is dedicated to the non-cultural factors and includes 
general information about Jordan, such as resources, infrastructure and economy. The 
second part is devoted to the Jordanian national culture survey conducted as a 
development of Hofstede's recommended questionnaire, where the position of Jordan 
is established and compared with other countries in the survey. The last part includes 
a practical case study of Jordanian Industrial Organisations (JIO). Its main objectives 
are to gauge the general knowledge and behavioural actions of the JIO towards 
selected improvement concepts and approaches, assess their current performance, and 
identify their acceptability to the major ideas of the proposed research model. 
6.2 Background Information 
The Hashemite Kingdom of Jordan is located in the heartland of the Arab Middle 
East. As shown in Figure (6.1), Jordan borders on Syria to the North, Iraq to the East 
Saudi Arabia to the South, and Palestine and Israel to the West with an area of 91,000 
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Km2 [6.1 ]. Jordan is a constitutional monarchy. Its Late King, Hussein Ibn Talal, had 
been the Head of the State since 1952. His eldest son, Abdullah the Second, assumed 
power after his father's death in February 1999. Legislative power is vested in a 
bicameral National Assembly, the Senate and the House of Representatives. 
Executive power is vested in the King, who governs with appointed Council of 
Ministers, responsible to the Assembly. 
The country has Iong been known for its political stability and moderation. Today 
Jordan is emerging as a new model of sustained political fiberalisation and 
democratisation in a region that has long suffered from heavy autocratic systerns. 
Jordan also provides a model for blending local traditions and values (i. e. tribalism, 
religion and monarchy) with western forms of political culture (i. e. elected parliament 
and political parties). This results in a distinctively political culture that is 
participatory, pluralistic, accountable, and yet respectful of local values and traditions 
[6.2]. 
Figure 6.1: Map of Jordan 
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6.3 Non-Cultural Factors 
6.3.1 Resources 
6.3.1.1 Population 
In 1999, the population of Jordan was 4.8 million with 3.6% rate of growth [6.3]. The 
bulk of the population is concentrated in the capital Amman with a population of 1.4 
million, and other adjacent urban centres such as Irbid in the north, Zarqa and Salt in 
the middle and Karak. 
The population is characterised by youthful dynamism. More than one third of the 
Jordanians are under the age of twenty [6.4]. The population is almost Arab, with the 
exception of small communities of Circassians and Chechens. Arabic is the country's 
official language but English is widely spoken. The population is overwhelmingly 
Sunni Muslim with around 4% Christians. The most pronounced division is between 
Jordanian and Palestinians who moved to Jordan as refugees in 1948. While 
Palestinians are found to dominate the education and wealth producing sectors, 
Jordanians command the national political and security systems [6.5]. 
6.3.1.2 Education 
Jordan realised at a very early point that education and human resource development 
are crucial to its future success in economic and social development. Over the past 
four decades, Jordan has poured massive investments into education that have paid 
excellent dividends. Today, the country enjoys an impressive literacy rate of 85% 
[6.6]. School enrolment is about 30% of the population and the ratio of Jordanian 
University graduates to the overall population is among the highest in the world. 
There are eight public universities, ten private ones with a student body of 60,600, in 
addition to dozens of community colleges and vocational training centres. Over 
22,500 Jordanian students are completing their university education at Arabic 
universities and universities in the USA, Canada, Europe and East Asia [6.1] [6.6]. 
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Due to this fact, Jordan has become rich with an abundant supply of highly qualified 
manpower, including engineers, physicians, chemists and other professionals, 
constituting an additional important factor of national strength. 
Recent policies aimed at matching the outputs of the national educational system to 
the needs of economic development and the employment market have led to an 
enhanced emphasis on technical and vocational education. This shift of emphasis has 
provided the country with a skilled workforce ready for the challenges and needs of 
the next techno-industrial stage. Also, bridging the gap between institutes of higher 
education and productive sectors, through the establishment of science parks and the 
implementation of experiential learning, are major policies that the government is 
implementing within its National Science & Technology (S&T) Policy [6.7). 
6.3.1.3 Natural Resources 
Jordan is not well endowed with mineral resources, especially when compared with its 
neighbours. It has a modest level of natural gas. Crude-oil exploitation is also under 
way, although success has been extremely low. There are extensive oil-shale stocks, 
but their exploitation is prohibitively expensive. Its most exploitable natural resources 
have been its fertiliser minerals, potash in the Dead Sea and raw phosphates in the 
south of Jordan [6.5]. In order to widen the range of its natural resources, the 
government has encouraged within its national S&T policy [6.7] the undertaking of 
studies and researches on the extraction of mineral ores and other natural resources, 
and the economies of their exploitation and processing them into commercial 
products. 
6.3.2 Economic Infrastructure 
6.3.2.1 Transport 
Jordan's transport policy [6.5] over the last 50 years has largely been hostage to the 
Middle East's geopolitical make-up and the Arab-Israeli conflict. Jordan's peace 
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treaty with Israel may now see the country develop into a link between Israel and the 
Mediterranean, and the Arab hinterland. This should lead to strengthening the 
efficiency of Jordan's transport sector in order to adapt to the changes that will 
reshape its economic and political position in the region. 
Roads link Amman with all parts of the kingdom and with neighbouring countries. In 
spite of the good condition of the road network, the upcoming surge in anticipated 
transport activities will require an expansion of the network's quality, capacity and 
efficiency. There is no rail network to speak of; some 620-Km of track is used 
primarily for transporting mined phosphates to Aqaba. The railway in Jordan is not 
considered as a mode of transport; however, Jordan is aiming at expanding its railway 
system so that it integrates with those in the region. 
Aqaba at the south of Jordan is the country's sole seaport. It operates facilities to 
accommodate both passenger and cargo traffic. Since the 1980s it has grown rapidly 
both as a port and an industrial centre, largely because of the growing Iraqi demand 
for imports [6.6]. Although the port has the potential to expand its handling capacity, 
it still requires modernisation and upgrading of its facilities. Currently, the 
government is embarking on studying the feasibility of transferring Aqaba into a 
special free Zone area. 
Jordan has three airports: Queen Alia International Airport, Amman Civil Airport and 
Aqaba International Airport. Royal Jordanian (RJ), the country's national carrier and 
the Royal Wings, a subsidiary to RJ, operate scheduled and chartered international 
and domestic services [6.6]. 
As for the national S&T policy in the transport sector [6.7], the government has 
encouraged several actions to develop the sector. These actions include raising the 
efficiency of equipment for handling goods at import/export points, undertaking 
studies and researches on the feasibility of using modern modes of transport to 
connect the Kingdom with the region, and utilising technologies that lessen the 
negative environmental impact of transport vehicles and trucks. 
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6.3.2.2 Telecommunication 
Jordan has embarked on the path of liberalisation based on private sector involvement 
and competition [6.8]. A landmark for the liberalisation process in the 
telecommunication sector was the passing of the new telecommunications law in 
1995, whereby an independent Telecommunications Regulatory Commission was 
established to regulate all aspects of data telecommunications in the country. The 
Telecommunication Corporation, established in 1996, was restructured as a 
commercial company under the name of Jordan Telecommunications Company. 
Despite the ongoing programmes to privatise the sector, there still appears to be an 
instinctive reluctance from the government to loose control of a sector that is widely 
seen as strategically important. 
Currently, Jordan has developed a modem communication infrastructure. Direct dial 
international phones and facsimile services are available throughout Jordan and to 
almost all countries (one in seven Jordanians has a telephone line) [6.5)[6.6]. In 
addition to the demand for basic services, there is also a fast-growing demand for 
other services including mobile phones, pagers, data-transmission networks, and 
private satellite networks. Since the launch of cellular phones in September 1995, to 
date, there are more than 100,000 cellular phone registered in Jordan. In March 1996 
[6.6], Jordan joined the information superhighway with the launching of on-line 
Internet services. The number of subscribers among individuals and companies 
amounting to 30,000 are considered amongst the largest in the area after Egypt. 
Developing the telecommunications sector means expanding the market through the 
introduction of new projects and investments. In this endeavour, the government 
within its S&T policy [6.7] is introducing new technologies into national and 
international communication networks by substituting the existing networks with 
optic fibres and satellites advanced networking. 
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6.3.2.3 Energy 
Lacking forests, coal reserves, hydroelectric power or commercially viable oil 
deposits, Jordan relies on its natural gas for 10% of its domestic energy needs. For the 
remaining 90%, Jordan depends entirely on its oil-producing neighbours Iraq and 
Saudi Arabia [6.9]. Until natural gas was discovered in the Northeast in 1998, the 
country was wholly reliant on imports for its energy generation. With negligible local 
oil output, the energy generating balance, together with raw inputs for refining, comes 
in the form of crude oil imports from Iraq. This is greatly affecting the country's 
economic growth making it largely dependent on other countries in the region. 
As a result of this situation, the goverment of Jordan is currently undertaking studies 
and researches on the exploitation of domestic energy resources, including new and 
renewable energy sources, specifically oil shale, solar energy, and wind energy [6.7]. 
6.3.2.4 Finance 
By the end of 1998, the number of licensed banks operating in the Kingdom totalled 
21, including nine national banks and five branches of foreign banks, with US 
Citibank the best known, in addition to two Islamic Banks and five investment banks 
[6.3]. The Central Bank of Jordan (CBJ), the bank of the government, exercises 
control over the banking system. It regulates foreign currency transactions in Jordan 
and sets the banking system exchange rate. 
Commercial banks in Jordan have a tradition of being small and highly conservative. 
Most of these banks are more comfortable with trade finance and loans for property 
development rather than industrial venture. The exception in terms of size is the Arab 
Bank and the Housing Bank. 
In order to maintain monetary stability and build reserves in foreign currencies, the 
CBJ pursued a policy of increasing interests rates on both credit facilities and deposits 
on the Jordanian Dinar QD) in comparison with lower rates on other foreign 
currencies. While this policy has succeeded in achieving its monetary objectives, it 
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has adversely affected the investment climate in Jordan. However, and during the 
second half of the year 2000, interests rates on both credit facilities and deposits are 
decreased. 
Jordan's stock exchange, Amman Financial Market (AFM) [6.10], was established in 
1976 as a government agency with legal, financial and administrative independence. 
As with most equity markets in the region, the AFM has been small and lacking in 
dynamism. However, the AFK which lists 115 companies, is not as small or poorly 
regulated as other markets in the region. 
6.3.3 The Economy 
6.3.3.1 Overview 
Jordan's economy is considered as services oriented. The services sector, which is 
comprised of financial, trade, transportation, communication, construction, and 
education services, contributes to around 67% of the GDP at factor cost and employs 
around two-thirds of the labour force. The agriculture and industrial sectors are 
contributing to the remaining 33% [6.1]. The economy of Jordan has always been 
dependent on three sources of income: foreign aids, expatriate remittances, and 
commodity exports. A decline in any of these sources has always had a substantial 
impact on the rest of the economy [6.11 ]. 
Because of Jordan's location and its small domestic market and limited natural 
resources, its economy has always been vulnerable to any changes in the surrounding 
region. Its economy has been described by many economists and politicians as an 
'Economy of Crisee'. During the oil boom of the 70s and early 80s, the Jordanian 
economy retained a high economic growth and monetary expansion, benefiting from 
increased Arab aids and expatriate remittances. During 1983-1988, the country 
suffered a sharp decrease in its financial resources. This was caused by the rapid fall 
of oil prices, which affected the Arab aids, the continued government and private 
spending at high levels, and the increased dependence on expensive external and 
internal borrowing to finance the budgetary and balance of payment deficits. In 1989, 
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these adverse economic trends resulted in the devaluation of the JD to 50% of its 
original value [6.9][6.12]. By the spring of 1989, the economy was suffering badly 
from high budgetary deficits, a sharp drop in foreign reserves, increasing monetary 
instability, high level of foreign debt of US$ 8,303.8 million, and increasing levels of 
unemployment [6.12]. 
Faced with such difficulties, the government signed in April 1989 a five year 
Structural Readjustment Package with the International Monetary Fund in order to 
restore sustainable growth. The repercussions of the Gulf crises of 1990-1991 
interrupted the programme and exacerbate the already burdened economy. The 
government acted quickly to contain the situation by adopting two interdependent 
approaches to stimulate the domestic economy and redirect it toward self-economy. It 
implemented a new Economic Adjustment Program (EAP) for the period 1992-1998 
and prepared a five-year economic and social development plan for 1993-1997 
[6.13][6.14]. The EAP worked on strengthening and expanding the private sector 
role's by securing a favourable investment climate. It also relied on rationalising the 
government' spending and pursuing tax reform measures [6.14]. EAP has been 
successful in achieving the reform goals in the monetary, fiscal, and external stability 
on the macroeconomic level, and made further progress towards remedying structural 
imbalances at the sectoral and microeconomic levels. The EAP programme was put 
on hold during the second half of 1998 and a new three-year programme has been 
implemented since early 1999. 
As part of Jordan's structural reforms to have a more liberal and free economy, the 
government adopted deregulation and privatisation policies. Privatisation of state- 
owned monopolies has been following a comprehensive plan for efficiency 
enhancement. In 1996, the Teleconununication Corporation and the Electricity 
Authority were both transformed into public shareholding companies fully owned by 
the government as a first step towards their full privatisation. Other public sector 
entities such as the RJ and Public Transport Corporation will be also privatised [6.6]. 
Towards beginning of the third millennium, the Jordanian economy has succeeded in 
retaining some of its strength; nevertheless, much more time is needed along the path 
of economic reforms to ensure the economy's full stability. In its Economic Focus 
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[6.15], the French Banking Giant Magazine assured tile world that "Jordan has a 
promising economy offermor attractive investment opportunities, and the acceleration 1) n 
of the privatisation programme and the setting up of a legal and economic 
environment attractive to foreign investment will largely contribute to fuel Jordan's 
economy. " 
6.3.3.2 Main Economic Indicators 
The main economic indictors for the Jordanian econorny in the years 1985 and 1999 
are sumi-narised in Table (6.1). More elaboration on the figures Is in the subsequent 
sections of this chapter. 
Table 6.1: Main Economic Indicators 16.31 
Item 1985 1999 
Output and Prices 
GNP at Current Market Prices (million US$) 4,788.3) 7,450.9 
GDP at Current Market Prices (million US$) 5,140.5 7,463.1 
GNP per Capita (US$) 1,773 1,52 1 
GDP per Capita 1,5 1 -3) 
1.523 
Change in Cost of Living (Inflation) (%) (1992 1 101, ') A) 
-100) 
External Trade & Balance of Payment 
Commodity Exports (million US$) 649.6 1482.4 
Commodity Re-exports (million US$) 141 348.8 
Commodity Imports (million US$) 2734 3715.0 
Trade Balance (million US$) 1,9431.4) (1884.4) 
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6.3.3.3 Industry 
6.3.3.3.1 Overview 
Jordan has never possessed a strong indigenous industrial base for a variety of 
reasons. Its small domestic market, the regional political instability and the 
economical climate in general has not been conducive to long term investments. 
Investors generally proved reluctant to look beyond a narrow range of light industrial 
activity, such as food processing and textiles. Larger heavier industfies, like the 
mining of mineral resources, and industrial production of cement, fertilisers and 
refined petroleum have been the product of public-sector initiatives. Among the most 
noticeable manufacturing industries are foodstuff, pharmaceuticals, light consumer 
products, and ready-to-wear garments. The pharmaceutical industry is considered by 
far the most successful industry among other convertible industries. 
Far from being compared with the figures of industrial nations, the industrial sector 
contributed 16.9% to Jordan's GDP and about 88 % of the total value of national 
exports in 1999 [6.3]. However, industry today is seen as one of the major potential 
economic sectors that Jordan should develop to achieve better economic growth and 
increased national income. Recent figures of national industrial exports indicate an 
advance beyond the previous reliance on mining industries for export earnings to new 
diversification into industries that rely on know-how, technology and human skills. 
This is a very significant and welcomed phenomenon for a country that is keen to 
develop its export positions in the world trade, and widen its export base. 
6.3.3.3.2 Industry Structure and Performance 
The official classification of the Jordanian industrial enterprises classifies large 
industries with number of employees over 35, medium with number of employees 
ranging between (15-35), small industries ranging between (5-14), and micro 
industries with less than 5 employees. Others classify the sector into two tiers. The 
large industries produce chemicals, petrochemicals, fertilisers and mineral products, 
which include the "big five" companies that constitute the pillars of the industrial 
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base. The small and medium sized enterprises (SNEs) in light manufacturing, many 
privately owned, produce a wide array of consumer goods and constitute around 98% 
of the Jordan industrial enterprises. Of the 21,000 enterprises in Jordan, there are 
around 7,300 registered manufacturing firms from 14 sub-sectors; the rest are cottage 
industries and small bazaar workshops. The sector is labour intensive providing jobs 
to over 120,000 employee [6.6]. 
The industrial sector in Jordan consists of a mix of few efficient, well-managed firms 
coexisting with many high-cost inefficient firms. Their approach to business is in 
general "mercenary", governed by a hit-and-run mentality of the small 
trade/shopkeeper. Even among the better managed firms, the approach to business 
remains short term. Decision making and problem solving are usually situational 
rather than scientific. The following are common problems to the majority of the 
Jordanian companies [6.16]: low capacity utilisation, high cost of raw materials and 
other inputs, weak management, labour constraints, poor quality, and, finally an 
absence of marketing, design, and research and development activities. A recent 
survey has been conducted for the United Nations Development Program [6.17] to 
assess the needs of the Jordanian companies. The results identified that management 
know-how, and proper management practices are the most crucial problems that face 
the present companies and impede their healthy development. 
Recently, and within Jordan's efforts to catch up with the prerequisite of globalisation 
and openness to external markets, there has been a clear attention by the government 
to increase industrial exports to non-traditional markets and enhance the 
competitiveness of national industries. More attention has been given to increase 
productivity, improve quality, and raise the efficiency of workers and managers. This 
effort has resulted in over 350 companies are certified to ISO 9000 and ISO 14000, 
with many of them now starting to experience the implementation of new 
management approaches such as Total Quality Management, and Business Process 
Reengineering. 
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6.3.3.3.3 Industrial Investments 
Among the key components of Jordan's comprehensive economic reform is 
liberalising investment and trade. The investment climate in Jordan has been 
developed in order to reflect the economic policies and practices of an open market 
and to ensure the protection of private property and the integrity of free enterprise. A 
range of incentives, which have been developed to encourage, promote and channel 
foreign and domestic capital into productive investments, complements this 
environment. These incentives range from direct fiscal to indirect infrastructural 
incentives offered by industrial estates, free zone areas, and financial services. 
As the trend towards industrial investment gathers greater momentum, several areas 
are suggested as attractive to new investment and joint ventures. The pharmaceutical 
industry is a prime one in this regard. Food processing is another area with major 
growth potential and good opportunities. Other areas of industrial investments where 
investors can benefit from significant factors of national strength, such as the 
availability of high-level manpower at reasonable prices or the abundance of 
engineering skills, are: information technology, electrical and electronic equipment, 
precision machinery, auto spare parts, and several others involving engineering or 
technological know-how [6.18]. 
6.3.3.3.4 Industrial Policy 
At the present, Jordan has no industrial policy. Consequently industrial companies 
have been growing haphazardly across the country and many of them have very short 
life spans. The Jordanian government is in the process of developing an industrial 
policy with the aim of achieving a well-planned and steady transformation towards 
industrialisation by creating favourable conditions for investments in manufacturing 
industries. Elite Jordanian decisions makers and officials with a team of Japanese 
experts have proposed a framework for this policy [6.19]. The framework includes the 
following: develop an industrial culture, help industry to become more efficient, turn 
the continuing trade deficit into surplus, initiate planning and development of 
technical infrastructures and a competent administrative framework, introduce 
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inducements and rewards for industries which offer the highest value added, and, 
finally, initiate programmes for human resources developments. 
6.3.3.4 Trade 
In 1999, the external trade of Jordan amounted to US$ 5,546.8 million of which 
import constituted 67%, exports 26.7% and re-export 6.3%. The balance of external 
trade at a deficit of US$ 1884.4 million showed some improvement over the year 
before, decreasing by 7.4%. The ratio of external trade to GNP reached 74.4% in 1999 
[6.3]. 
The commodity composition and geographical distribution of Jordanian imports have 
remained relatively stable during the last decade. The major imports are machinery 
and transport equipment, foodstuff, mineral fuels and lubricants, and medical and 
pharmaceutical product [6.6]. The main suppliers of Jordanian imports are the EU 
countries, primarily Germany, Italy, UK and France, followed by the Arab -countries. 
Iraq is a major exporter to Jordan given of its position as a supplier of petroleum 
products, followed by the United States and Japan [6.3]. Jordan's main exports are 
mineral and mineral-related products, including potash, and phosphate rocks. The 
share of other exports, which include a variety of manufactured goods, food and live 
animals, chemicals and medicaments, increased from 72.5 % in 1996 to 75% in 1999. 
Arab countries are major markets for Jordanian exports importing about 41% in 1999, 
followed by India and the EU countries at 17.2% and 5.8% respectively [6.3]. 
Finally, in direct reference to the formation of economic blocks such as the EC, EFTA 
and NAFTA, Jordan has initiated and in some cases finalised some trade libcralisation 
arrangements that qualifies Jordan to be an important player in the Middle East. On 
the international scene, Jordan signed a Free Trade Association agreement with the 
EU in 1997, in addition to its accession to the World Trade Organisation (WTO) in 
the year 1999, and the undergoing negotiations with the USA for free trade agreement 
between the two countries. On the Arab side, Jordan signed free trade agreements 
with Egypt, Morocco, Tunisia, and United Arab of Emirates and is a signatory to the 
Pan Arab Free Trade Area, started in 1998. The 1994 Jordanian-Israeli peace treaty 
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eased some security constraints that had long burden the country. The treaty was 
expected to trigger substantial economic gains that could be translated into tangible 
improvements in the Socio-economic well being of the Jordanian people. However, 
the results were very much less than the expectations. This situation has created a 
general sense of discontent among the people of Jordan. 
6.3.4 Summary of Non-Cultural Factors 
The above sections reflect in a descriptive manner the past, the present and the future 
prospects of Jordan in an effort to evaluate Jordan's capability to interact with the 
international community as well as its capacity to adopt new management trends and 
change ideas. The following presents positive factors in this respect: 
1. Jordan's emergence as a new model of sustained political liberalisation and 
democratisation in the region has encouraged many democratic countries such 
the USA and Western Europe to support it. This support which has manifested 
itself in different ways - political, economical, and social - will eventually lead 
to a stable country with a strong and supported economy receptive to industrial 
modernisation. 
Jordan has adopted a series of policy measures, passed and updated new laws 
and legislation, and signed a plethora of bilateral and multilateral trade 
agreements. These actions will soon result in opening up the Jordanian 
economy, integrating it in the global trading system and creating favourable 
conditions for investments. 
3. Jordan's comprehensive economic reform, which includes a package of policy 
and institutional adjustment measures, will remedy the already existing 
deformation in the economy, thereby making it stronger and self-sustainable. 
4. The youthful dynamism of Jordan's population together with the high level of 
education will soon affect the overall fabric of most public and private sector 
organisations. The existing structure will be replaced by young educated 
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officials and risky entrepreneurs who are enthusiastic, committed to change, 
and receptive to new ideas. 
The abundant supply of high-level manpower, including engineers, physicians, 
chemists, technicians and other professionals, at relatively reasonable prices, 
will encourage complex and high technology ventures. 
6. The geographic central location of Jordan will shape the country's future 
through regional and international relations. This will put more significance on 
the role of Jordan as a commercial conduit between the east and the west, 
which entails strengthening the efficiency of Jordan's transport sector in order 
to adapt to the changes that will reshape its economic position in the region. 
7. Jordan's fast development in the telecommunications sector will ease the 
country's integration with the international community, allow it to keep abreast 
of recent developments in technologies and management trends, and finally 
provide a proper environment conducive to new ideas and venture projects. 
Despite these positive indicators, the country still faces some constraints that 
influence its healthy development along the path of globalisation and a free economy. 
These constraints can be classified at the macro level and the micro industry level. 
The following represents the most significant ones at the macro level: 
1. The lack of natural resources or commercially viable sources of energy are 
greatly affecting the Jordanian economy, making it dependent on foreign aids, 
expatriate remittances, and commodity exports. 
2. Jordan's poor economic conditions, characterised by a very low rate of growth 
and heavy debt, have imprisoned Jordan for many years to the political mood 
of powerful and borrowing countries, thus affecting its major economic 
decisions and relations. 
Jordan's low standards of living manifested by a weak purchasing power make 
the majority of the Jordanians oriented towards price rather than quality. This 
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has adversely affected the quality of Jordanian products, making Jordanian 
producers concentrate on cost cutting at the expense of quality improvement. 
At the micro industry level, the following represents the most significant constraints; 
more elaboration will be given on these constraints in chapter seven of this thesis. 
1. The unavailability of appropriate infrastructure conducive to industrial 
development. 
2. The Unavailability and inaccessibility of industry-related information. 
3. Lack of goverment financial support 
In conclusion, Jordan is now moving with confident strides along the path of 
globalisation, liberalisation and economic reforms. With the genuine will of its 
private and public sector organisations, and the support of the international 
community, the country will soon be able to overcome its difficulties and begin a new 
era of sustained development. This new era will be characterised by a private-sector- 
led economy capable of surviving and interacting with the new rules and challenges 
that will reign the world in the new millennium. 
6.4 Cultural Factors 
6.4.1 The National Cultural Survey 
As a result of the literature review conducted in Chapter two on culture studies, the 
researcher has chosen Geert Hofistede's work [2.184] which classifies the national 
cultures along four general dimensions, Power Distance (TD), Uncertainty Avoidance 
(UA), Individualism (YDJ9, Masculinity (M) and Femininity (F). This selection has 
been based on the following reasons: 
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The wide breadth of countries (67) for which the survey offers value measures, 
makes it well suited to large-scale cross-cultural investigations. 
The uniqueness of the survey is, as far as the researcher is aware, in including 
Arab countries' scores. This gives the researcher the capability of validating 
Jordan's results against the scores of countries with similar cultures. 
3. The survey includes very well matched samples from the same multinational 
company, similar in all respects except nationality. 
4. The ability of the survey to come up with a quantifiable, general set of 
dimensions that can be used to examine cultures and provide a firm base for 
cross-cultural comparisons. 
5, The study meets critical standards of validity and reliability as mentioned by 
many researchers. 
6. Several independent scholars using different samples and alternate time 
intervals have successfully replicated the study. 
6.4.1.1 Survey Objective 
The main objective of the survey is to describe the characteristics of Jordan's 
industrial sub-culture in terms of quantifiable parameters that can be used to 
discriminate it from other national cultures. Such parameters can be used to study the 
influence that cultural factors might have on the structure and implementation of the 
research model within JIO, especially because the model has been developed from 
western concepts and ideas, and validated in western organisations too. In identifying 
these quantifiable parameters, the calculations will only be limited to differences 
caused by nationality. They will not consider differences in occupation, level of 
education, and age or gender group, which might also present in some of the cases. 
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6.4.1.2 Survey Results 
The following represents a summary of the results given by the respondents. The 
calculations of the cultural dimensions are found in section 6.4.3. The complete 
results of the survey are found in Appendix (C) of this thesis. 
The first group of questions represents 22 work goals. The respondent was requested 
to indicate the degree of importance on a five-point scale (from 1= utmost importance 
to 5= no importance). The following work goals attained the lowest mean score of 
around 1.90 and are listed according to their degrees of importance to the respondents. 
Have a good working relationship with your direct manager, make a real contribution 
to the success of your company, fully use your skills and abilities on the job, and have 
an opportunity for advancement to higher level jobs. A mean score of around 2.50 
were attained for the following work goals and are listed according to their degrees of 
importance to the respondents. Live in an area desirable to you, have a job which 
leaves you sufficient time for your personal life, have an opportunity to helping other 
people, have an element of variety and adventure in the job, and finally have little 
tension or stress at work. 
Concerning the type of manager the respondents prefer to work under, (45%) of the 
sample preferred the consultative manager, (39%) the democratic manager, (11%) the 
persuasive and nobody selected the autocratic manager. However, (18%) mentioned 
that their existing manager is close to the autocratic one, while (32%) described their 
managers as persuasive. The same percentage (32%) described their managers as 
consultative, while only (8.8%) depicted them as democratic. 
In response to the question related to expressing disagreement with their direct 
manager, (85%) of the respondents were in general (very frequently, frequently or 
sometimes) afraid to express disagreement. And for the feeling of nervous at work 
question, (89%) mentioned that they (always, usually or sometimes) feel nervous or 
tense at work. Regarding their anticipation for their future work at the company, 
(54%) responded that they intend to stay up to five years, while the rest will either 
stay more than five years or until they retire. 
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In the last group of questions, the respondent was requested to indicate agreement on 
a five-point scale (from I= strongly agree to 5= strongly disagree). The least mean 
score of 1.81 was to the question: a corporation should have a major responsibility for 
the health and welfare of its employees and their families. However, the question: 
decisions made by individuals are usually of higher quality than decisions made by 
groups, attained the highest mean score of 3.66. 
6.4.2 Dimensions of the Jordanian National Culture 
6.4.2.1 National Difference in Power Distance 
The Power Distance Index (PDI) for Jordan has been computed on the basis of 
Jordan's mean scores on three questions. These questions deal with the perception of 
a superior's style of decision-making, the type of decision-making which subordinates 
prefer in their boss, and the subordinates' fear to disagree with their superiors. These 
questions are: 
(Q23) "For the above types of managers, please mark the one which you would prefer 
to work under? " 
(Q24) "Which of the above four types of managers would you say your manager 
most closely correspond to? " 
(Q25) "How frequent, in your work environment, are employees afraid to express 
disagreement with the direct managers? " 
The four types of managers that are mentioned in the questions 23 and 24 are 
autocratic, persuasive, consultative and democratic. The PDI is calculated using 
Hofstede formula mentioned below [2.184]: 
PDI = 135 - 25(mean score Q25) + (%Q24 [1+21) - (%Q23 
PDI (Jordan) = 71 
169 
The actual computation of the PDI uses percent values for questions 23 and 24. It uses 
mean scores on a five point scale (I=very frequently, 5= very seldom) for question 
25. The constants 135 and 25 are added to give the country index a range between 
zero (small power distance) and 100 (large power distance). However, the theoretical 
range of the index is from -90 (smallest PD) to +210 (largest PD). According to 
Hofstede [2.184], PDI also can be meaningfully computed by occupation, level of 
education and age group. It is, however, questionable to justify the use of PDI for 
comparisons between sexes. 
6.4.2.2 National Difference in Uncertainty Avoidance 
Three questions from the survey are used to calculate the country's score for the 
Uncertainty Avoidance Index (UAI). The following questions refer to the three 
components of national levels for uncertainty avoidance: rule orientation, employment 
stability, and stress: 
(Q28) "Company's rules should not be broken, even when the employees think it is in 
the company's best interest. " 
(Q27) "How long do you think you will continue working for your company? " 
(Q26) "How often do you feel nervous or tense at work? " 
The UAI is calculated using the following Hofstede formula [2.184]: 
UAI = 300 - 30(mean score Q28) - (%Q27 [1+2]) - 40(mean score Q26)------EQ2 
UAI (Jordan)= 73.8 
The actual computation of the UAI uses percent values for question 27, and mean 
scores on a five-point scale for questions 26 and 28. These mean scores are multiplied 
by 30 for question 28 and 40 for question 26 to make their range, and therefore their 
contribution to UAI, roughly equal to the range in percentage values for question 27. 
The constant 300 is added to give the country index a range between zero (small UA) 
and 100 (large UA). However, the theoretical range of the index is from -150 
(smallest UAI) to +230 (largest UAI). 
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Unlike the PDI [2.184], the three items comprising the UAI - rule orientation, 
employment stability, and stress - are not correlated and relate differently across the 
demographic factors of educational level, hierarchy, age and percent female. As such, 
computation of UAI for such factors will be meaningless. 
6.4.2.3 National Difference in Individualism and Masculinity 
The Individualism Index (UDVI) and the Masculinity Index (MI) are based on the 
main factors that explain the country differences in the Hofstede employees' answers 
to 14 work-goals questions in the survey questionnaire. A factor analysis showed that 
almost one-half of the variance in country mean scores could be accounted for by just 
two factors. The IDVI is based on the first of these factors, which accounts for 24% of 
the variance in the country mean scores, while the NU is based on the second and 
accounts for 22% of the variance. The two indices, by a simple transformation, have 
been brought into a range between zero and 100 [2.184]. 
The following 14 work-goals questions were used for calculating both indices: (Q I) 
personal time, (Q2) challenge, (Q4) physical conditions, (Q5) manager, (Q6) use of 
skills, (Q7) employment security, (Q8) benefits, (Q9) freedom, (Q 10) co-operation, 
(Q12) training, (Q14) earnings, (Q15) recognition, (Q17) desirable area and finally 
(Q18) advancement. * Scores for the above work goals are standardised in order to 
eliminate acquiescence. Factor scores for IDVI and MI are calculated from "factor 
scores coefficient" for each factor on each variable using SPSS. The IDVI and NH are 
calculated using the following formulae [2.184]: 
FDVI= 50 + (25*Factor Score) 
IDVI (Jordan) = 45 
MASI= 50 + (20*Factor Score) 
MASI = (Jordan) = 62 
EQ4 
171 
The IDVI, as found in Hofstede work [2.184] is not suitable for distinguishing among 
occupations, sexes, age groups, or individuals. Also, the IDVI was found to negatively 
correlate with the PDI in the same country. Unlike IDVI, MI was found to 
discriminate among occupations, sexes and age groups. 
6.4.3 Validity and Reliability of the Survey 
6.4.3.1 Validity of Results 
In order to validate his results, Hofstede made use of data collected by other various 
surveys data, in addition to available descriptive statistics. Hofstede cited about eighty 
external comparative studies in support of the cultural differences pictured by the 
cultural indices. In addition, to 38 sources of data external to his study which showed 
significant correlation with the developed indices [2.184]. 
For the purpose of validating this study's results, the researcher selects 'criterion- 
related validity'. This type of validation is normally used when a test or questionnaire 
is evaluated against some criterion, which is assumed to be valid. As such, the 
researcher will evaluate the study' results with Hofstede's survey, where the 
measuring instrument and the underlying theory were previously validated [3.1]. The 
comparison takes two sides: the first involves a comparison between the four cultural 
indices, as found in the researcher survey, and the well-validated values of Arab 
countries' scores in Hofstede's survey [2.184]. The second studies the existence of the 
same type of relation, as found between the cultural indices and other survey 
questions in Hofstede survey, in the present survey. 
Ist. Comparison of Jordan's indices with Arab country indicesfound in Hofstede's 
survey. By examining carefully the scores of Jordan shown in Table (6.2), one 
could tell that Jordan scores high on both the PD and the UA, average on the M 
and the IDV. These figures are considered close to the Arab countries scores in 
Hofstede survey, however, discrepancies which exist within the figures can be 
justified by the following reasons. The first is related to variations due to the 
measuring instruments in both surveys, where innumerable factors may affect 
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the results of the surveys. Among which are the small sample size and the 
nature of the sample, where most of the respondents were highly educated 
young managers and entrepreneurs. The second is related to the use of the 
average scores of the involved Arab countries: Egypt, Iraq, Kuwait, Lebanon, 
Libya, Saudi Arabia and the United Arab of Emirates in Hofstede survey. 
Despite the fact that Arab countries may behave quite similarly in many cases, 
differences between them still exist and their average score can not represent 
accurately the case of Jordan. The last one is connected to the difference in the 
timing of the two surveys. Hofstede surveys were conducted during the period 
(1968-1972) while this study was performed in the 1997. Hofstede [2.184] 
related these differences to culture change over time where PDI often reduces, 
while UA, IDV and M usually increase over time. This also happened to be 
true in the researcher results. In conclusion, validity based on comparisons 
between the two figures is achieved. 
Table 6.2: Jordan Scores versus Arab Countries Scores in Hofstede Survey 
Cultural Dimensions Jordan Score Arab Score 
Power Distance 71 80 
Uncertainty Avoidance 74 68 
Individualism 45 38 
Masculinity 62 53 
2nd. Yhe existence of the same type of relation, as found between the cultural 
indices and other surve questions in Hofstede survey, in the present survey: y 
The comparison involves comparing the results of each individual index. 
a) Power Distance Index Scores and other Survey Questions: according to 
Hofstede survey, respondents in high PDI countries endorsed significantly 
more frequently some questions more than others (2.184). Two of these 
questions were selected to be included in the present survey, Questions 30 
and 34. Question 34 "employees should participate in the decision made 
by management, " attained the agreement (Agree and Strongly Agree) of 
72% of the sample with a mean score of 2.3, while question 30 
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"employees have an inherent dislike of work, " attained the agreement of 
54% of the sample with a mean score of 2.6. These questions were among 
the first three questions that attained the highest frequency of agreement in 
comparison with the other questions in the survey, i. e. questions (28-35). 
As such validity is considered to be achieved in the case of PDI. 
b) Uncertainty Avoidance Scores and other Survey Questions: according 
to Hofstede, in countries with high level of uncertainty avoidance, working 
for a small organisation, and taking individual decisions tend to be felt as 
risky situations which fewer people are willing to face. This is in addition 
to their preference for consultative management over more authoritative 
management [2.184]. Three questions were used in the present survey for 
the purpose of validation - Questions (23,3 1, and 35). In question 23, the 
highest percentage of the respondents (45.1%) showed preference for the 
consultative manager. Question 3 1, preference for large corporation, 
attained the agreement (Agree and Strongly Agree) of 5 1% of the sample 
with a mean score of 2.64, while question 35, preference to individual 
decisions, attained the disagreement of 68% of the sample with a mean 
score of 3.66. This constitutes the highest frequency of disagreement in 
comparison to other questions in the survey i. e. questions (28-35). As such 
validity is considered to be achieved in the case of UAL 
c) Individualism Scores and other Survey Questions: respondents in more 
collectivist countries in Hofstede work tend to endorse significantly that a 
corporation should be responsible for its employees and the decisions 
made by groups is of a higher quality than the decisions made by 
individuals [2.184]. The two questions representing these items are 
questions 32 and 35. Q32, 'the corporation responsibility for the welfare of 
its employees and their families, " attained the highest percentage of 
agreement (Agree and Strongly Agree) of 86% of the sample with a mean 
score of 1.81. While question 35, "decision made by individuals are 
usually of higher quality than decisions made by groups, " attained the 
highest rate of disagreement (Disagree and Strongly Disagree) of 68% of 
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the sample with a mean score of 3.66. Again validity is considered to be 
achieved in this case. 
d) Masculinity Scores and other Survey Questions: Hofstede's respondents 
in more masculine countries, compared with those in more feminine 
countries, tend to associate masculinity with higher stress, and lesser 
rejection to the fact that most employees dislike work [2.184]. For these 
two items, questions 26 and 30 were used. In Q26,89.1% (always, usually 
or sometimes) feel nervous or tense at work, while in Q30,20.9% only 
express their rejection that most employees have an inherent dislike of 
work, with a mean score of 2.60. Accordingly, validity is also achieved in 
this case. 
Based on the results above, and the ability of the researcher to judge quite accurately 
the attitude characteristics, as well as the true position of the Jordanian people with 
respect to their dominating cultural norms, the researcher considers that the results are 
valid and could be used for differentiating the Jordanian industrial sub-cultures from 
other national industrial sub-cultures. 
6.4.3.2 Reliability of Results 
The aspects of reliability that receive more attention are stability, equivalence and 
homogeneity. The first two aspects entail repeated applications and different 
instruments to be accurately measured which has not been available for the researcher. 
The homogeneity or internal consistency aspect, which is the extent to which 
individual's responses to the various items or other components of a measure are 
consistent, will only be considered. 
A number of different methods may be used to assess the internal consistency of a 
measure. The two mostly wide used are Coefficient Alpha and Kuder-Richardson 
formula 20 (K-R 20) [3.4]. For the purpose of this work, the researcher selected the 
Coefficient Alpha to assess the homogeneity of the responses. The work goal 
questions Question (1-22) have been selected for the sake of testing reliability, as they 
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constitute a group of questions, which in their collectivity represent certain attitudes 
i. e. Individualism and Masculinity. Using the SPSS, the results show a value of Alpha 
equals 0.9171 for Individualism related questions and 0.9320 for Masculinity related 
questions. These figures are highly above the 0.6, the generally acceptable value. 
Despite the fact that the test for reliability was limited to part of the questionnaire's 
questions, reliability for the whole questionnaire is achieved since the questionnaire 
showed strong validity. Seltiz et al [3.4] mentioned that when a measuring instrument 
is satisfactorily valid, it must be reasonably reliable since a measure with a large error 
component could not show such consistent relationship. 
6.4.4 Analysis of the Dimensions of Jordanian National Culture 
Hofstede [2.167] explained the values of the figures in terms of their relation to the 
general norm; that is, the family, the school, and their impact on the workplace and 
organisation. The explanations involved the individual dimensions as well as 
important combinations of some dimensions. His descriptions referred to the extreme 
poles of dimensions, in reality not all connotations apply with equal strength. In the 
case of Jordan, scores on the four dimensions are not on the extreme pole of any 
dimension. 
1st. Power Distance Index. A high score in the PDI is usually connoted with the 
following: 
a) General Norm: inequalities among people are both expected and desired, 
and less powerful people are dependent on the more powerful. 
b) The Family: parents teach children obedience, and children treat parents 
with respect. 
c) The School: teachers are expected to take all initiatives in class and are 
always the gurus who transfer personal wisdom, while students should 
treat the teachers with respect. 
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d) The Workplace: both more and less educated people show almost equal 
authoritarian values. A tall pyramid or hierarchy organisation reflects the 
existential inequality between higher ups and lower downs. Centralisation 
and a wide salary range between top and bottom of the organisation are 
popular. Employees fear to disagree with their bosses and are reluctant to 
trust each other. Subordinates expect to be told what to do and the ideal 
boss is a benevolent autocratic or good father. Finally, privileges and 
status symbols for managers are both popular and expected. 
2nd. Uncertainty Avoidance Index. ý a high score in the UAI is usually connoted 
with the following: 
a) General Norm: the uncertainty inherent in life is felt as a threat that must 
be fought. High stress with subjective feeling of anxiety are common. 
Resistance to change is common. Acceptance of familiar risks while fear 
of ambiguous situations and of unfamiliar risks. Strong superego to control 
dangerous impulses. 
b) The Family: tight rules for children on what is dirty and taboo. What is 
different is dangerous. 
c) The School: students are more comfortable in structured learning 
situations and concerned with the right answers, while teachers are 
supposed to have all the right answers. 
d) The Workplace: emotional needs for rules even if these will never work. 
Emotional needs to be busy and inner urge to work hard. Time is money, 
and precision and punctuality come naturally. Suppression of deviant 
ideas, resistance to innovation, and motivation by security are common 
traits. 
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3rd. Individualism Index: collectivist societies are often connoted with the 
following: 
a) General Norm: people are born into extended families, which continue to 
protect them in exchange for loyalty. Identity is based on the social 
network to which one belongs. 
b) The Family: children learn to think in terms of we. High context of 
communication. Harmony should always be maintained and direct 
confrontation is avoided. Trespassing will normally lead to shame and loss 
of face for self and group. 
c) The School: the purpose of education is learning how to do and not how to 
learn. Ifigh diplomas provide entry to higher status group. 
d) The Workplace: large company is more attractive. Employer-employee 
relationship is perceived in moral terms like a family link. Management 
decisions like hiring, firing and promotion take employees' in-group into 
account. Management is management of group, and relationship prevails 
over tasks. 
4th. Masculinity Index: a considerable high score in MAS is connoted with the 
following: 
a) General Norm: dominant values in society are material, success, and 
progress. As such money becomes very important. Men are supposed to be 
assertive, ambitious and tough, while women are supposed to be tender 
and to take care of relationships. 
b) The Farnfly: fathers deal with facts and mothers with feelings. Girls cry, 
while boys do not. Boys should fight back when attacked, girls should not 
fight and sympathy is for the strong. 
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c) The School: best student is the norm, and failing in school is a disaster. 
Brilliance in teachers is appreciated, and boys and girls usually study 
different subjects. 
d) The Workplace: live in order to work. Managers are expected to be 
decisive and assertive. Stress on equity, and competition among colleagues 
is on performance. Resolution of conflicts is normally done by fighting 
them out. 
The descriptions above only considered one dimension at a time. This isolation is 
useful in order to structure observations about the distinguishing behaviours of each 
dimension. However, in reality, the four dimensions interact with each other and the 
collective behaviour of the country is not necessarily the summation of the 
distinguishing behaviours of each individual dimension. According to Hofstede 
[2.184], the effect of interaction of dimensions is particularly evident for the power 
distance and uncertainty avoidance and affects in particular the organisation structures 
and functioning. However, the interaction for individualism and masculinity affects 
people's behaviour in the organisation. The following two paragraphs give an 
overview of important combinations of some dimensions which are relevant to the 
case of Jordan. 
PDI and UAI tend to positively correlate. In high PDI/Strong UAI cultures, the 
exercise of discretionary power by superiors replaces, to some extent, the need for 
internal rules, which protect against uncertainty. In their impact on the structure and 
functioning of the organisations, they tend to create full bureaucracy, and the implicit 
model of the organisation is pyramid. Also, planning and control processes in 
organisations reflect the PD and UA norms of the dominant national culture. PDI and 
IDV tend to be negatively correlated. In cultures in which people are dependent on in- 
groups these people are usually dependent on power figures. In large PDI/Masculine 
cases, cultures are characterised by a dominant tough father and submissive mother. 
Combining UAI and MAS is found to be useful for studying motivation patterns. As 
such, the supreme motivators in strong UAI/Masculine societies are security and 
esteem. Meanwhile, the combination of strong UAI and collectivist is characterised by 
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having implicit rules rooted in tradition, also countries in such combination tend to 
eliminate inter-group conflicts by denying them or by assimilating and repressing 
minorities. 
In general, the results of the four individual cultural dimensions and their different 
combinations according to Hofstede's explanation are, to a large extent, true for 
Jordan. The followings are descriptions of Jordan's actual case, as viewed by the 
researcher, in terms of the four dimensions. 
The Jordanian society could be considered as a collectivist society; social life and 
identity in Jordan is centred around the family. The extended family is still a viable 
form. of household; however, more families have begun to live in nuclear households. 
The household is normally composed of people related to one another by kinship, and 
family ties extended into the structure of clans and tribes. Traditionally, the individual 
subordinated his or her personal interests to those of the family. The importance of the 
group outweighs that of the individual and maintaining the group's well being is 
considered as guarantee for individual, also within the family, close relatives get 
priorities. Friends and neighbours provide the social and financial insurance and 
rendering counselling and support in time of need. 
At the present, increased social and physical mobility has undermined this type of 
familial ties and the values that subordinated the individual to the kin group. 
Individual loyalty and the sense of identity arising from family membership are now 
coexisting with other sources of identity and affiliation. This has resulted in growing 
some form of individualism, especially among the young educated. This explains the 
medium collectivist score of Jordan (45). 
Inequalities within the Jordanian society indicate the existence of High Power 
Distances. Age, gender and social status greatly influence an individual man or 
woman's standing in the society; generally, attaining an advanced age results in 
enhanced respect and social status. Younger males are subject to the authority of 
senior males, their grandfathers, fathers, and uncles. This type of relation is also 
extended to the school environment where the teacher is considered as the 
schoolmaster. At work, subordinates expect to be told what to do and the ideal boss is 
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a good father. Generation conflicts is a new phenomenon that is increasing with time. 
Young generations are attempting to adopt standards and behavioural norms different 
from those of their parents, teachers and bosses. Modem education system with its 
great emphasis on equality and efficiency is undermining the respect of the wisdom of 
age or social status and it is foreseen that the power distance of Jordan will be 
decreased with time and the increased level of education. 
The social milieu in which a Jordanian family lives significantly affects the position 
of the women and her degree of autonomy. Although the systematic separation of 
women from men is not generally practised, most groups seclude women to some 
extent. Men are usually assertive, tough and have greater autonomy than women do. 
Their movements in public are freer and their personal decisions are more their own 
indicating a masculine society. The increasing numbers of educated women has led to 
some strains in this traditional pattern. Relations between men and women have begun 
to change as people adopted new values, attitudes and customs different from those 
traditionally in the country. Young women have begun to demand greater freedom 
and equality. Men and woman are now interacting in public, at school, in the 
workplace, in voluntary associations and social events. This also indicates a shift in 
the Jordanian's women's behaviour towards more masculinity. 
The majority of the Jordanians are Muslims. They believe that Allah, the Creator, 
revealed to Mohammed, the prophet, the rules governing proper behaviour and that it 
behoves them to live in the manner prescribed by these rules, and it is incumbent upon 
the community to strive to perfect society. Such holy commands, in addition to the 
absolute belief in life after death as a certain fact, has created, within the Jordanian 
society, sort of certainty, restfulness and less anxiety and that following Quran and the 
prophet's teachings and sayings would make the future more predictable to them. This 
has been a known phenomenon in Strong Uncertainty Avoidance cultures where 
people tend to follow a certain religion in order avoid uncertainty. This has, to a large 
extent, influenced the society behaviours and affected major decisions within the 
family, school, and work environment. The consequences of the Islamic religion and 
its influence on the adoption of the research model in Jordan will be explained in 
some details in chapter 7. 
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6.4.5 Comparison of the Dimensions of Jordanian National Culture Position 
with those of other Countries in Hofstede's Survey 
In the following section, Jordan scores are compared with other countries' scores 
[2.167]. The comparison is done on three levels: the first is a single dimensional 
comparison; the second is a bi-dimensional, and the third involves four-dimensional 
comparison. The complete scores are found in appendix (D). 
Ist. SingleDimensionalComparisonseeTable(D. 1): 
a) Power Distance Index: results from Hofstede's survey show high power 
distance values for Latin countries (France and Spain, and Latin 
American), and for Asian and African countries; lower values for the 
USA, Great Britain and its former dominions, and for the remaining non- 
Latin part of Europe. Jordan's PDI score (71) is considered high and falls 
within the following countries of PDI (76-66): Yugoslavia, Singapore, 
Brazil, France, Hong Kong, Columbia, Salvador, and Turkey. 
b) Uncertainty Avoidance Index: results from Hofstede's survey show a 
new grouping of countries. High scores occur for Latin American, Latin 
European, and Mediterranean countries. Medium-high is the scores of 
German-speaking countries (Austria, Germany and Switzerland). Medium 
to low is the scores of African, Anglo, Nordic and all Asian countries other 
than Japan and Korea. Jordan UAI's score (74) is considered high and falls 
within the following countries of UAI (80-69): Columbia, Venezuela, 
Brazil, Italy, Pakistan, Austria, and Taiwan. 
c) Individualism Index: the highest score are for the USA, Austria and 
Great Britain. Medium to high is the scores of European countries 
(Austria, Germany, Switzerland, France, Belgium and Italy). Medium to 
low is the scores of Latin American, Mediterranean and East African 
countries. Low scores are for large countries around the Caribbean 
(Venezuela, Colombia and Equador). Jordan's score (45) is considered 
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medium and falls within the following countries of IDV (51-41): Spain, 
India, Japan, Argentina, and Iran. 
d) Masculinity Index: the four most feminine countries are Sweden, 
Norway, the Netherlands, and Denmark. Some of the Latin countries are 
strongly to moderately feminine (Costa Rica, Uruguay, Spain and France). 
The champions of Masculinity are Japan and some European countries 
(Italy, Switzerland and Germany). Also a number of Latin American 
countries, mainly the large countries around the Caribbean. Moderately 
Masculine scores are all Anglo countries (Ireland, Great Britain, USA and 
Canada). Jordan's score (62) is moderately masculine and falls within the 
following countries of M (66-57): Great Britain, Germany, South Africa, 
USA, Australia, New Zealand, Greece, and Hong Kong. 
2nd. Bi-Dimensional Comparison: 
a) Power Distance and the Uncertainty Avoidance Dimensions: As shown 
in Figure (6.2), the position of Jordan is in the large power distance strong 
Uncertainty Avoidance area. Jordan falls within the following cluster of 
countries: Italy, Brazil, Venezuela, Chilli, Korea, Turkey, Mexico, 
Colombia, Argentina, Spain, France, Peru, Yugoslavia, Belgium, Japan, 
Portugal, Panama, Costa Ricoh, Uruguay, Guatemala, and Greece. 
b) Power Distance and the Individualism-Collectivism Dimensions: as 
shown in Figure (6.3), the position of Jordan is in the large power distance 
collectivist area. Jordan falls within the following group of countries: Arab 
Countries, Greece, Jamaica, Uruguay, Turkey, Brazil, Iran, Argentina, 
Japan, and India. 
c) Power Distance and the Masculinity-Femininity Dimensions: as shown 
in Figure (6.4), the position of Jordan is in the large power distance 
Masculine area. Jordan falls within the following group of countries: 
Colombia, Equador, Mexico and Venezuela. 
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d) Masculinity-Femininity and Individualism-Collectivism Dimensions: 
as shown in Figure (6.5), the position of Jordan is in Collectivist 
Masculine area. Jordan falls in a non-clustered area close to Argentina and 
India and to the cluster of. Arab Countries, Greece, Brazil, Turkey, Iran, 
and Uruguay. 
e) Masculine-Feminine and Uncertainty Avoidance Dimensions: as 
shown in Figure (6.6), the position of Jordan is in the Strong Uncertainty 
Avoidance Masculine area. Jordan falls on the border of the following 
cluster of countries: Equador, Italy, Colombia, Venezuela, Mexico, 
Argentina, and Belgium. 
f) Uncertainty Avoidance and Individualism-Collectivism Dimensions: as 
shown in Figure (6.7), the position of Jordan is in the Strong Uncertainty 
Avoidance Collectivist area. Jordan falls in a non-clustered area, close to 
Brazil, the cluster of Iran and the Arab countries, and the cluster of 
Argentina, Spain, Japan and Israel. 
3rd Four-Dimensional Comparison: 
Hofstede [2.184] used the countries' four scores, PDL UAI, IDV and MI for 
clustering the countries in the survey. He arrived to twenty different country groups of 
which he regrouped them into eight culture areas. The cluster configuration found 
depends partly on the statistical method used and very definitely on the variables. The 
culture areas include More Developed Latin, Less Developed Latin, More 
Developed Asian, Less Developed Asian, Near Eastern, Germanic, Anglo and 
Nordic. Jordan position comes close to two culture areas. The Less developed Latin, 
which are characterised by High PDI, High UAI, Low IDV, and Low to High K and 
includes the following countries: Colombia, Mexico, Venezuela, Chile, Peru and 
Portugal. And the Near Eastern, which are characterised by high PDI, High UAI, 
Low IDV and Medium M, and includes the following countries: Greece, Iran, Turkey 
and Yugoslavia. 
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6.4.6 Summary of Cultural Factors 
The survey study has succeeded in explaining a large part of the Jordanian national 
culture from different angles including the general norms, the family, the school and 
the workplace. However, the four dimensions are not necessarily exhaustive. There 
might exist other dimensions, which did not appear in Hofstede research because the 
relevant questions were not asked. Also, these dimensions were based on specific set 
of modem nations, adding other countries might change the range of values or affect 
the dimensions necessary to describe this range. 
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In order to be able to assess the influence of the cultural factors on organisation, the 
impact of the individual four cultural dimensions will be briefly overviewed. It should 
be also noted that the effect of interaction of dimensions is particular evident for the 
power distance and uncertainty avoidance which affects the organisation structures 
and functioning, and for individualism and masculinity which affects people's 
behaviour in the organisation. 
The PDI value influences the hierarchical and leadership (decisions making) 
systems in the organisation. In high PDI society, organisations are structured 
into tall hierarchies where power is centralised in a few hands. Packaged 
leadership systems invented in low PDI countries such as the USA and the UK 
do not usually work as they presuppose some form of communications and 
negotiations between subordinates and superiors which neither party feel 
comfortable with. 
The UAI value has an impact on the people's management in the organisation 
as well as the work processes. In high UAI countries, this impact manifests 
itself in the many formal and/or informal rules controlling the rights and duties 
of employers and employees. There are also many internal rules and 
regulations leading to greater standardisation of work processes. This often 
leads to establishing rules or rule-oriented behaviours, and managers are likely 
to be task-oriented. 
3. The M value affects the behaviour of employees in the organisation, the 
leadership and the decision making style in the organisation. In Masculine 
countries, conflicts are normally resolved by a good fight and employee aspire 
to jobs with high potentials for recognition, career development and challenge. 
Leaders in high masculine countries are lonely decision-makers looking for 
facts rather than group discussion. 
4. The IEDV value affects people's management in the organisation. This 
dimension influences hiring, firing, appraisal and incentives, which in a 
collectivist society takes the in-group into account rather than the performance. 
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Employees in a collectivist society perform better within a group. 
Management is a management of group and incentives are linked to the 
group's performance. 
Jordan's position with respect to other countries is found to share the characteristics of 
European Mediterranean countries such as Spain, Italy, Greece, Turkey, and 
Yugoslavia. This resemblance could be attributed to the history of these countries 
where most of them were previous colonies during the Islamic Empire. Up to now, 
some peoples in these countries are still influenced by the Islamic and Arab traditions 
and way of life. Also, Jordan's scores are found to be close to countries in Central 
America (the Caribbean) and Latin America. 
As far as this research is concerned where the ideas have been originated from 
western countries namely; the United Kingdom and the USA, and Japan. In the case 
to the PDI of the USA and the UK, Jordan's cultural position shows real differences 
with respect, UAI and IDV while the values for the M are close. In the case of Japan, 
Jordan's cultural position shows differences with respect to M while the values of 
PDI, UAI, and IDV are reasonably approaches originated in the USA and the UK. 
These differences close. This means that cultural factor has to be taken into 
consideration when implementing influence the research model in areas related to the 
model of organisation and lines of authorities, leadership and decision making 
systems, planning and control processes, and people management including 
motivational patterns. However, Japanese approaches should be more acceptable 
within the JIO. This conclusion is coincided with the Jordanian government selection 
of the Japanese model for its industrial policy rather than western originated models. 
Finally, the roots of the Jordanian culture which stem from the adherence of the 
Jordanian people to the Islamic religion do not conflict with many modern concepts of 
excellence originated in the western countries and Japan. On the contrary, the 
underlying values of many of the modem concepts have strong basis in the Islamic as 
well as the Arabic culture. These bases form a positive condition that qualifies JIO to 
implement many of these concepts without fear of cultural conflicts. This argument is 
supported by evidence from the Koran and Sunna in chapter 7 of this thesis. 
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6.5 JIO General Performance Survey 
6.5.1 Survey Objectives 
This survey was conducted in order to give a clear picture about the current status of 
the HO that are candidates for implementing the research model. The following are 
the main objectives of the survey: 
Ist. To measure the general performance of the JIO as perceived by their top 
management. 
2nd. To gauge the general knowledge, understanding, status of implementation, and 
behavioural actions of selected improvement approaches. 
3rd. To identify JIO's opinions regarding some well established concepts, the 
general idea of the research model, its major criteria and their readiness to 
adopt and implement the model. 
6.5.2 Survey Results 
The following represent major findings grouped under three main titles as presented 
in the survey's objectives above, the complete results of the survey are found in 
Appendix (E): 
1. The General Performance of the JIO: the respondents identified thatMajor 
Areas of Strength of Some Successful JIO are attributed to a large extent to 
commitment to quality (67%). This is followed by the availability of highly 
educated work force at relatively low costs (621/o). To a lesser extent were: 
strategic partnership with multinational companies (38%), focus on export 
markets rather than the local market (29%), and competing in price (24%). 
(19%) of the respondents focused on the application of new technologies, 
product design, research and development and proper packaging, and training 
of employees. Dedication and commitment of top management, and having the 
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right connections with influential parties were identified by (14%) of the 
respondents. (10%) mentioned that specialisation, motivation of employees, 
efficient and effective management control system, monopoly and 
protectionism policies, family owned and managed businesses, understanding 
customer needs, having team work, and management information system as 
areas of strength. (5%) only recognised that long-term vision, and utilising 
problem-solving techniques as areas of strengths of successful JIO. 
Yhe Major Weaknesses Facing the Internal Environment of the SO were 
described by (48%) of the respondents as lack of managerial skills among top 
management, and the scarcity of well trained and dedicated employees. (29%) 
listed lack of financial resources, lack of marketing capabilities and market 
research, and weak internal organisational structure as major weaknesses. Lack 
of training, lack or absence of motivational and incentive system for 
employees, in addition, to the lack of long term vision and unclear strategies, 
goals and objectives for development and growth were raised by (24%). 
Weaknesses attributed to problems in production techniques, high turnover of 
human resources and lack of commitment to quality were identified by (19%). 
Lack of teamwork and internal co-ordination, lack of a proper industrial 
culture, and lack of research and development activities were recognised by 
(14%). (10%) listed high production cost, and inability to adapt to change. 
Finally (5%) of the sample recognised weak after sales services, reliance on 
individuals rather than systems, lack of reliable local suppliers, and lack of 
management information systems as major weaknesses. 
As for Yhe Major Opportunities that XO should Consider within the Coming 
Five Years, the majority of the respondents (81%) reported the opening up of 
the Iraqi market, while (57%) mentioned the peace treaty with Israeli. New 
laws, rules and regulations set by the government, the developments in the 
economical infrastructure, and joining the EU partnership agreement were 
expressed by (43%) of the respondents. (33%) indicated Jordan's accession to 
the WTO and the subsequent high international and local competition that it 
will exercise. (14%) mentioned Jordan's geographic location. 
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Yhe Major Yhreats that will soon Force SO to Consider New Strategiesfor 
Improvement, identified by the majority of the respondents (71%) were: 
globalisation, international and local competition that Jordan will soon be 
facing as a result of its accession to the WTO, and the EU-Jordanian 
association agreement. (5 1%) of the sample mentioned the peace treaty with 
Israel as potential threat. Workings under uncertain political and economical 
conditions were raised by (48%). (24%) of the respondent listed the scarcity 
and shortage of natural resources like water, oil, and energy and increasing the 
level of quality standards by surrounding countries. Lack of a clear national 
industrial policy, lack of proper laws, regulations and infrastructure to support 
local industries, small and volatile internal markets, and the migration of 
educated human resources to the gulf countries were expressed by (14%) of the 
respondents. 
Yhe Major Key Issues that SO should concentrate on while Managing the 21"' 
Century reported by (90%) of the respondents were providing high quality 
products and services. (62%) of the sample mentioned continuous quality 
improvement targeting TQK while (57%) listed devising effective marketing 
strategies and tools. Development of effective and dynamic training 
programmes were mentioned by (43%). (33%) of the sample listed the 
development of new packaging design and materials, and product 
development. (14%) expressed customers satisfaction, concentrate on 
specialisation, and creating a creative atmosphere conducive to innovation. 
Finally, (10%) raised issues related to establishing an appropriate performance 
measurement, and information systems. 
Yhe Opinions of the GeneralManagers Regarding the Performance of the JIO 
were in general moderate. (10%) only rated it as good, (57%) average, and 
(33%) poor. (52%) believed that the performance is improving, (19%) as 
standstill, while (29%) listed it as deteriorating. In general (48%) were 
optimistic towards the future of the industry, (24%) were neutral, and (28%) 
were pessimistic 
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2. General Knowledge and Behavioural Actions: in response to the 
respondents' general perception of the word Quality, (52%) of the sample 
perceive quality as satisfying customer demands and requirements, while 
(14%) see it as serving the purpose. (9.5%) understand quality as value for 
money and meeting specifications. Consistent levels of performance, doing it 
right, right the first time, and degree of excellence were expressed by (5%) of 
the sample. 
As for the Frequency of Lectures, Seminar or Workshops Attended by Top 
Management, (33%) of the respondents attend an activity every year while 
(19%) attend every three years. The most recent training activities comprised 
the following topics: quality, marketing, financial management, general 
management, industrial management, and information technology. Quality 
related topics constituted (50%) of the recent attended seminars. 
On a Likert-type five-point scale, (70-90)% of the respondents expressed 
(excellent & good) knowledge of the following concepts: quality control, 
statistical quality control, strategic planning, ISO 9000, just in time(JIT), 
TQK human resources management, and industrial engineering. (40-50)% of 
the sample expressed (excellent & good) knowledge of benchmarking, supply 
chain management, SWOT analysis, and quality function deployment, while 
(20-3 5)% expressed (excellent & good) knowledge of relatively new concepts 
such as QS9000, international quality awards, reengineering, and virtual 
organisation. 
The concepts that were partly or have already been implemented by over (75%) 
of the sample were: industrial engineering, quality control, supplier evaluation, 
market research, strategic planning, and statistical quality control. ISO 9000 
and TQM were among the highest concepts that companies are planning to 
implement in the future. Reengineering, benchmarking, and quality circles 
were in the lower part of the implementation scale. Quality circles concept was 
the only one that was discontinued after being implemented by one of the 
companies. 
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Ae Major Barriersfor Implementing Performance Improvement Programmes 
were: resistance to change followed by scarcity of well-trained human 
resources, and then financial barriers. Inappropriateness of performance 
improvement programmes in developed countries to the Jordanian culture, and 
the organisational culture were recognised as the least barriers. 
7he Widely Used Tools for Analysing the Performance of Competitors were 
product analysis followed by published information, and then market research. 
Only one respondent uses industrial espionage to analyse the performance of 
his competitor. 
Regarding the Major Criteria Used for Evaluating Business Performance, 
profitability was ranked as number one followed by value of sales, and then 
high productivity. Employees' satisfaction, impact on society, and stock prices 
were ranked as the least important. 
Written memos, and small group meetings are widely used as Tools for 
Communications. Bulletin boards and large briefing sessions are fairly used, 
while newsletters, and videotape presentations are rarely utilised. 
Encouraging resisting people to participate at early stages was the most 
common action taken by (67%) of the respondents to Overcome Resistance to 
Change, and they rarely (24%) fire people to solve such resistance. One of the 
respondents mentioned that he tried to explain the benefit of the change and its 
impact on the employees to overcome their resistance. As for theActions 
Taken by Companies to Prepare their Employeesfor a Major Change, over 
(70%) of the respondents mentioned the following methods: allow their 
employees to participate in the preparation stage, educate and train them to 
accept the change, and establish a sense of urgency for the change. Only (33%) 
of the respondents mentioned lobbying inside the organisation to surface 
dissatisfaction with the current status. 
With regard to the Major Criteria that Influence Employees'Satisfactionfrom 
the Perspective of General Managers, feeling of achievement, participation in 
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decision-making, and authority ranked the first as Top Management Priorities. 
Opportunities for improvement, high salaries, and good relationship with 
management were Middle Management first Preferences, while high salary, 
job security, and opportunities for improvement were the most important issues 
for Employees. However, job security, clear job description and working in- 
groups were least important to Top Management. Participation in decision- 
making, working in-groups, and interesting work for were least important for 
Middle Management, and finally clear job description, participation in 
decision making, and feeling of achievement were least important for 
Employees. 
3. General Attitude to the Major Criteria of the Model: there was general 
consensus towards some of the basic concepts of the research model. These 
include the agreement of (95%) of the respondents to the dynamic environment 
that Jordan will be soon exposed, that shall entail a dynamic strategic decision 
and allow for the speed implementation of favoured strategies. Also, (62%) 
were in preference of organisations built on business processes rather than 
functional departments. 
With regard to Recommended Elements that should be ConsideredPrior to 
Embarking upon Initiatives RequiringMajor Restructuring as presented in the 
research model, over (95%) showed agreement (strongly agree and agree) to 
both managing human resources, and the need to develop a transition plan. 
(80%) expressed their agreements (strongly agree and agree) to building an 
effective leadership system, and creating a consensus vision. (60%) agreed 
(strongly agree and agree) to modified organisational structure. 
As for the Applicability of some Improvement Approaches in B0, over (5 0%) 
agreed the applicability of quality control, statistical quality control, ISO 9000, 
industrial engineering, TQM, reengineering and benchmarking. However, 
international quality awards received less agreement. A smaller percentage 
(24%) recommended the application of TQM with modification. (5-10)% 
considered all approaches inapplicable within JIO except for quality control 
and industrial engineering. Reasons for that were attributed to unreliable 
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suppliers, small number of employees, uncertainty in demand, lack of a proper 
culture and lack of information. 
General agreement (strongly agree and agree) was expressed by over (80%) 
that the following Concepts are Crucially Important to the Future Success of 
the J10: customer satisfaction, dynamic strategic planning, proper leadership 
system, TQK ISO 9000, performance measurement, employees' 
empowerment, performance-based reward, supporting corporate culture. (60- 
70)% expressed agreement (strongly agree and agree) to the importance of 
benchmarking, radical improvement, and cross-functional teams. A very small 
percentage (5%) showed disagreement to TQK performance improvement, 
dynamic strategic planning, ISO 9000, employees' empowerment and radical 
improvement. 
Yhe Capability ofBPR to Resolve SO Inherent Problems was selected as high 
from (52%) of the sample, (43%) were neutral about the question, while (5%) 
expressed a low opinion. As for the possible Barriers that would highly 
InjUence the Implementation of BPR in the SO, the majority mentioned lack 
of strategic direction, and focusing on short term improvement projects. Failure 
to address the human dimension, and focusing on profitability were addressed 
by (50%) while very few mentioned problems related to the use of information 
technology, the high cost relative to other improvement projects, and reducing 
heavily the labour force. 
In Response to the Reachness of the SO to Utilise the International Quality 
Awards as a Tool for Se#-Appraisal, (85%) of the respondents were on the 
approval side while the rest were neutral. A consensus was reached towards 
both the Need to Develop an Easy-To-Use Guide that JIO can Use to Assess 
their Current Performance and Serve as a Step-By-Step Agendafor Achieving 
Improvement, and Considering Trying the guide by them. However, its ease of 
use and functionality were the two major brought up concerns. 
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6.5.3 Summary of Factors Affecting JIO's Performance 
A thorough review of the findings of the survey reveals several issues that are of 
particular importance. Some of these issues could be inferred from the direct 
responses of specific questions, while others are deduced from the collective answers 
of some of the questions. In this section, important issues that are of significance to 
the research will be highlighted. 
As mentioned previously, the sample is comprised of young managers who are mostly 
educated abroad. This has definitely affected some of the responses, as many of them 
tended to be ideal in their responses expressing unconsciously desirable conducts 
rather than actual behaviours. 
There is a growing interest among young managers in industrial firms on issues 
related to quality. This was clear from the answers of different questions, where 
quality related issues ranked always among the top issues of concerns. Also, this was 
evident from the wide participation of young managers in quality-related seminars and 
workshops. 
Despite the fact that most of the respondents were able to define the meaning of 
quality as defined by famous quality gurus (i. e. fitness for purpose, meeting 
specifications and customer satisfaction) or as defined in the ISO 8402, a real 
appreciation of the meaning of quality was not really apparent. This could be 
exemplified by the responses to the question related to the evaluation of business 
performance; where profitability and value of sales topped the list with less emphasis 
on quality, customer, and people satisfaction. 
Issues of globalisation and trade liberalisation exemplified by Jordan's accession to 
the WTO, the EU partnership, and the peace treaty with Israel were recognised by 
some as opportunities that will instigate the existing companies to develop and be 
more competitive. Others considered them as threats to their well being that will 
eventually result in diminishing their existence, and expressed their preference to past 
policies favouring monopoly and protectionism. 
200 
There has been considerable appreciation by some respondents towards the new 
measures that the government is undertaking in setting up a legal and economic 
environment conducive to foreign investment and the updates of laws and legislation 
necessary to integrate Jordan within the world economy. Nevertheless, some were 
doubtful towards the government intentions to remedy the existing deformation in the 
economy. They were still convinced that having good connections with influential 
parties would supersede the power of any new laws or regulations. 
Despite the careful selection of the respondents to understand and appreciate the 
relatively newly originated concepts for business improvement, still many of them 
were ignorant in some areas such as the business processes concept, reengineering, 
and the famous international quality awards. This was clear in the high percentages of 
neutral and unrealistic responses in some questions. 
It was also noted that there has been congruence between the priorities for major 
criteria influencing employees' satisfaction, and the results of the Jordanian cultural 
survey. High salary, job security, and opportunities for improvement which were 
mentioned as the most important issues for employees agree with, the supreme 
motivators in strong UAI/Masculine societies which are security and esteem. 
A general agreement was reached by most of the respondents towards several quality 
improvement approaches central to the research model as well as to some ideas that 
form the core and basic criteria of the research model. 
Most of the respondents expressed their good knowledge of many of the improvement 
approaches implemented in western countries, however, they are only implementing 
the traditional ones such as industrial engineering, quality control and market 
research. Still they feel that such approaches are applicable and crucial for the future 
of the HO but with slight modifications to suit the Jordanian national culture and 
infrastructure. 
In spite of all the remarks mentioned above, their has been a clear positive signal from 
the majority of the respondents indicating their understanding of the current situation, 
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both at the organisational and the national levels. This understanding was coupled 
with a genuine intention to keep abreast of the speed development in the world. 
To sum up, young managers in Jordan are still in the awareness phase of 
development, this awareness is a result of their educational background in western 
countries, in addition to the fast development in the telecommunication sector. Most 
of the improvement initiatives have started from individual drive that younger 
managers have implemented without the full blessings of their older superiors. Fewer 
companies attained remarkable achievements while the majority achieved modest 
results due to the lack of proper commitment and support. This could be attributed to 
the cultural gap between young middle management generation and the older top 
management. 
6.6 Discussions and Conclusions 
The first part of this chapter gives an overview of the non-cultural factors in an effort 
to evaluate Jordan's capability to interact with the international community as well as 
its capacity to adopt new management trends and change ideas. The research includes 
positive and negative factors. Despite the fact that during recent years, the future of 
Jordan has become very promising, the overall environment is still not fully 
conducive to the adoption of new management trends and change ideas. Several 
measures have still to be taken by the private and the public sectors of Jordan, in order 
to create the appropriate environment. 
The second part of this chapter explains the cultural factors and their influences on the 
organisational structure and people's behaviour. This part affirmed the influence of 
the national cultural on the organisation. Jordan case was found to share similar 
characteristics with cultures in countries of Central America (Caribbean), Latin 
America, and European countries on the Mediterranean. Large differences were found 
with the UK and the USA. These differences will influence the research model in 
areas related to the model of organisation and lines of authorities, leadership and 
decision-making systems, and people management including motivational patterns. 
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Differences with respect to the Japanese culture were less apparent which qualifies the 
JIO to use Japanese originated approaches. 
The third part of this chapter comes to complement and confirm the results of the first 
two parts through a survey conducted on a sample of JIO. The results assured the 
growing interest among young managers for the issues of quality. The overall 
impression of JIO could be classified as optimistic with certain degrees of uncertainty. 
This was clear from their reaction to issues of trade liberalisation and the seriousness 
towards the new measures that the government of Jordan is undertaking. This is very 
much understood because the country now is in a transition phase where every body is 
watchful for the outcomes. Again, the respondents affirmed implicitly the existence 
of cultural factors in some of the modem improvement approaches, when they 
recommended their implementation with modifications in order to suit the Jordanian 
national culture. Also they confirmed many of the concepts and ideas that are part of 
the research model. 
In conclusion, the chapter confirmed that both cultural and non-cultural factors have 
true effects on the applicability of the research model in Jordan. This leads us to 
modify the model to make it more appropriate to the Jordanian industrial sub-culture, 
in addition to presenting recommendations for its effective implementation. 
Recommendations have to address issues related to the government of Jordan, as well 
as, the internal environment of the J10s. Chapter seven explains in greater details 
theseissues. 
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Chapter Seven 
Application of the Model in Jordan 
7.1 Introduction 
This chapter is related to the second objective of the research, which is to test the 
applicability of the model within Jordanian Industrial Organisations and give 
recommendations for its effective implementation. This includes summary of the 
potential limitations and constraints for implementing the model in Jordan, and then 
recommendations for practical modifications and adaptations are introduced to 
develop a Jordan Model. At the end of the chapter, the researcher presents the 'King 
Abdullah II Award for Excellence', The Jordanian National Quality Award, which the 
researcher contributed to its realisation and development in Jordan. 
7.2 Limitation and Constraints on the implementation of the Model in 
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As indicated in chapter six of this thesis, the national culture in which the organisation 
is located is not the only factor that causes differences among organisations in 
different nations. Other non-cultural factors, such the country's level of development, 
natural resources, demography, laws and regulations, and the level of education do 
also contribute to the existence of such differences. In this section both types of 
differences and their influences on the model applicability in Jordan are discussed. 
The whole discussions made in this section are mainly extracted from the analysis 
made in chapter 6. 
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7.2.1 Constraints Based on Non-Cultural Factors 
The following constitutes the most significant factors that may affect the 
implementation of the model and its wide spreading within Jordanian Industrial 
Organisations (JIO): 
Ist. Infrastructure: the unavailability of professional and technical services and 
expertise that would encourage the implementation of the model's major ideas 
and maintain its sustainability. These services are classified into two 
categories: the first is related to the different stages of the educational systems 
in Jordan. While subjects like leadership skills, people management, customer 
satisfaction might be present as part of a more general 'quality course' at 
universities and in very limited specialisation, these concepts are totally absent 
from the curriculum of most community colleges, private and public sector 
schools. And even when these subjects are taught at universities, they are 
given in a very theoretical way far from any experiential learning. 
The second is concerned with the lack of professional specialised services in 
this field. Most of the available private consultants in Jordan are general 
management consultants, and their services are limited to ISO 9000 
consultancy, conducting feasibility studies, and preparing traditional 
marketing researches. Also, Jordan lacks the presence of professional centres 
and institutes like the TQM and productivity centres found in many parts of 
the developed world, which could contribute in providing specialised 
consultancy and training services. Another area, is the lack of presence of 
internationally accredited test labs, which constitutes another limiting factor 
for improving the quality of the Jordanian products and its marketing 
capabilities in advanced export markets. 
2nd. Information: this factor involves both, the availability of the information and 
its accessibility. Information is classified at two levels: the first level is 
concerned with the personal knowledge of the organisation's professional 
employees, while the second one is related to the organisational needs and 
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requirements. At the personal knowledge level, very limited number of 
specialised references such as books, journal, conference papers and 
proceedings, video films, and specialised CD-ROMs and databases, are 
available. And even if these sources of information are available, their 
accessibility are extremely limited because of their prohibitive cost to the 
ordinary Jordanian employee on the one hand, and their unknown locations on 
the other hand. At the organisational level, organisations suffer from the lack 
of specialised references in their fields, which limit their exposure to the 
continuous technological development and innovations in their industries. In 
addition to the non-existence of Jordanian professional publications and guides 
that help organisations improve their competitiveness such as the guides 
published by the Department of Trade and Industry (DTI) in the UK. 
3rd. Governmental Support: the government of Jordan lacks the financial 
resources to encourage and support companies to develop their skillsand 
improve their performance. Two sources of fund are now available for the 
industrial development in Jordan. The first one, which is a limited amount of 
money of $500,000/year, allocated by the government and administered by the 
Higher Council for Science and Technology. The second one is the financial 
assistance granted by donor governments such as the USAID programme of 
the United States of America, and the Industrial Modernisation Programme 
(RVIP) of the European Union. While the first one is insufficient in securing the 
technical and managerial needs of the JIO, the second one is always governed 
by conditions put forth by the donor governments that limits its benefit to the 
donors' priorities. Also, many laws and regulations are still considered as 
barriers for the advancement of the JIO. These include the labour law, the 
customs law, and the income and sales tax laws. 
7.2.2 Constraints Based on Cultural Factors 
In this section, results of the Jordanian national culture survey, the UK-based 
company survey's questions related to the cultural sensitivity of major concepts in the 
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model, and the informal interview conducted with leading Jordanian manufacturing 
companies are discussed. 
Ist. Jordan National Cultural Based on Hofstede Survey: in this survey, the 
results do not intend to suggest or recommend a model for how the 
organisation should be. It only flags fundamental aspects that are connected to 
the national culture in which the organisation is located, and which the 
organisations have to consider when managing their work. These aspects are: 
the structure of the organisation, the leadership system, the internal 
communications system, the involvement and empowerment of employees, the 
motivation and reward systems, the employer-employee and the employee- 
employee formal and informal relationships. 
As far as this research is concerned, the ideas have been originated from 
western countries namely; the UK and the USA, and Japan. With respect to the 
first two countries, Jordan's cultural position shows real differences in terms 
of the power distance, uncertainty avoidance, and individualism, while the 
values for the masculinity were close. This means that cultural factors should 
be accounted for when implementing the model in Jordan. These differences 
may influence the research model in areas related to the model of the 
organisation and lines of authorities, the leadership and decision making 
systems, and the people management including motivational patterns. 
However, if the scores of Jordan were compared with those of Japan, the 
figures show that both cultures are close in terms of high power distance and 
uncertainty avoidance and low Individualism. This suggests that some theories 
of the Japanese organisations could be valid in the case of Jordan. This could 
also explain the government of Jordan's selection of the Japanese model for its 
industrial policy rather than other western models. 
2nd. UK Leading Companies Survey: the survey shows the following major 
concepts are cultural sensitive: management of change, corporate culture, self 
assessment models, BPR, the implementation of TQM including its different 
elements such as the leadership system, people satisfaction, customer 
satisfaction, continuous evaluation and improvement, and communication. The 
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details of the results are presented in Appendix (B). The results in this survey 
also agree with the results of the national culture survey, even though the 
terminology may be different. 
3rd. Jordan Leading Companies Informal Interview: this interview has been 
conducted with 8 Jordanian leading manufacturing companies in order to test 
the applicability of the model in Jordan. 
Since the main objective of the interview was to discuss the applicability of 
the model in Jordan and not to validate its major criteria and sub-criteria, the 
interviews were unstructured and totally informal, and no questionnaires were 
constructed for this purpose. 
In general, the feedback of the companies was encouraging and they approved 
in principles all the ideas and the major sequence of the model's criteria, 
however, they were sceptical about the applicability of the model in Jordan. 
They mentioned three major reasons: the first one is the unfamiliarity of the 
JIO with many of the concepts upon which the model is based, such as the 
TQK BPR, self-assessment model, and the business processes structure. The 
second is the unsuitability of certain concepts to the culture of the Jordanian 
companies such as the business processes enabling structure. The third one is 
the lack of qualified human resources that are able to comprehend and run the 
model. 
The following are the specific difficulties that might face the applicability of 
the model in Jordan as presented by the respondents: 
a) Pie leadership system: it is very difficult to convince the top 
management and board members of JIO to undergo an educational and 
training programme. They have the belief that they master the science 
of management, and other members of the organisation need the 
training. 
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b) Assessment of the Organisation's Competitive Position: the JIO are 
not familiar with the self-assessment models, also the information 
needed for assessing the external environment is not readily available. 
This criterion is very costly to JIO. 
C) Dynamic Strategic Planning: despite the fact that they agree with the 
presence of this dynamism in developed countries, they still feel that in 
Jordan the case is less urgent. 
d) Business Process Enabling Structure: the structure is quite convincing, 
however, this structure will be faced by lots of rejections, especially 
from the middle management tier. The hierarchical departmental 
structure is more workable in the case of Jordan. 
e) People Management System: the system is very ideal, however, its 
implementation would be very costly to the JIO, especially with the 
high turn over of employees. 
f) Supplier Partnership Management and Control: this system is quite 
difficult to be implemented in Jordan. The major cause is that JIO are 
mainly running small operations and their suppliers are also small local 
companies. They are generally reluctant to expose their systems to their 
suppliers or assisting them because they are afraid of their suppliers 
becoming potential competitors in the future. 
g) Business Results: they agreed with all the business results mentioned in 
the model, however, they feel that the impact on society is more of the 
government concern and not the private sector. This criterion should 
not be part of the business results because it does not link directly to 
the financial results. 
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The following is one of the respondent's statements on the model: 
Mr. Khalid Kurdi, Deputy General Manager / Jordan Steel PLC: "having studied 
so many models of Management, ftom Deming, Juran, TQM, Continuous 
improvement, Kaizen, BPP, etc... It is refreshing to go through a model that 
encompasses the most logical applicable aspects of all others. 7he model is intuitive 
with our style of management and is easily applicable within our company. Being so 
based on human experience, it transcends the limitations of culturally specylic 
models. " 
7.3 Recommended Modification on the Model 
All the different factors that found to influence the application of the model in Jordan, 
including the three major points, and the specific comments made by the Jordanian 
respondents in the previous section, could be boiled down to three major factors. 
These are the non-cultural factors, the national cultural factors, and the corporate 
cultural factors. Trice and Beyer [2.171] concluded that national culture will most 
likely influence those aspects of the organisations involving relations with individuals 
like management policies, leadership style, communication patterns and informal 
structures. 
For the successful implementation of the model, assumptions (corporate culture) and 
values (national culture) of the implementing organisation should fit with the forms of 
the explicit behaviour demanded by its strategy [7.1]. In order to reach to this level of 
synchronisation, this entails modifying the model's criteria and implementation 
methods to reflect the extent to which both the national and corporate cultures are 
influencing the implementation of the model. 
The following sections represent the researcher's views and recommendations towards 
resolving the major issues that are hindering the implementation of the model in JIO. 
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7.3.1 Recommendations based on Corporate Culture Factors 
When the matter is related to the corporate culture where differences are in symbols, 
heroes and rituals but only modest differences in values as indicated by Hofstede 
[2.167], organisational. culture could be changed. Nevertheless, the change process is 
still hard because such assumptions have developed into collective habits. Botero 
[2.172] suggested that most of the organisation's culture is developed unconsciously 
by the personal values and behaviours of the owner and/or manager. As such, 
changing them is possible and it is primarily a top management task that should be 
based on a sound strategy aligned with the organisation's goals and objectives. 
This type of change is basically centred on culture change through massive campaigns 
and educational programme. The logic behind this practice is to change the knowledge 
and thinking of the employees through education and continuous training, and then 
they will develop new attitudes and behaviours better fit with the improvement 
strategies of the organisation. However, Shih & Gurnani [7.2], mentioned that this 
type of change may work well in the very long run, and most organisations cannot 
afford to wait for so long. Also, people rarely change their behaviour because they are 
talked into changes. As such, and in order for this type of change to succeed, 
concurrent changes in the managerial and career systems, built on the new taught ideas 
and values, should be installed. Such systems include the performance monitoring and 
evaluation system, and the recognition, reward, and punishment system. 
A typical example on corporate culture is the teamwork, many authors suggested that 
this practice is connected to cultural factors. Other authors like Adler [7.3], attributed 
reasons for poorer team performance to work organisation rather than cultural factors. 
Koike [7.4] explained it by lack of career opportunity, while Shih & Gurnani [7.2] 
pointed out the slow training in problem-solving supporting tools, as potential reasons. 
Many issues that were raised by the Jordanian respondents regarding the research 
model such as their comments on leadership training and education, people 
management system, supplier partnership and control system, and business results 
could be attributed to the lack of proper corporate culture and not for another reasons. 
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7.3.2 Recommendations based on National Cultural Factors 
In cases where the values of the national culture are dominant, it is recommended that 
the cultural values drive the model. In this case cultural sensitive approaches need to 
be adapted to the country's peculiar characteristics and implementation methods 
should be tailored to cope vAth the culture's dominant values. 
In this part, the discussions are based on the cultural issues resulted from the 
Jordanian national culture survey, and the UK leading company's survey, and their 
potential influences on the model different criteria. The recommendations here also 
answer the Jordanian concerns regarding the unsuitability of certain concepts to the 
culture of the Jordanian companies. 
1st. Jordan attainment of a high score on the power distance (71) reflects the 
existential of inequalities between people at the top of the organisation and 
frontliners. This is characterised by greater centralisation, hierarchical 
organisation where privileges and status symbols for managers are both 
popular and expected. These characteristics of the organisation affects the 
research model in the following areas: 
a) 7he Leadership System: the fact that the organisation is normally 
centralised and revolved around the personality of the top manager who 
is usually decisive and assertive, places more emphasis on the role that 
the board of directors, representing the shareholders, should play in 
selecting the top manager, and monitoring his performance. Also, this 
situation creates more burden on the top manager himself in leading the 
change initiative and maintaining its momentum. The top manager is 
the symbol for the whole organisation, and it is mandatory that his/her 
commitment be transparent to the whole organisation through adequate 
support, monitoring, coherence and absolute priority given to the 
change initiative. 
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As such Formulating a Guiding and Supporting Coalition among 
Key Stakeholder, as suggested in the research model, will not work 
smoothly in the JIO. The reason stems from the Jordanian cultural 
norms, where coalition normally fears to disagree with the top manager 
from the one side, and they are reluctant to trust each other from the 
other side. 
Also, most packaged leadership methods invented in western countries 
that presuppose some form of negotiations between subordinates and 
superiors do not normally work, because neither party will feel 
comfortable with such arrangements. 
b) The Communication System: the best Communication System that 
works in Jordan, is the one, which respects the hierarchy of the 
organisation. It is uncommon for top management in typical JIO to 
communicate directly with the whole organisation. Employees do 
prefer to interact, and communicate with their direct bosses and they 
normally avoid any direct interactions with their top management. 
C) Employees' lnvolvement. ý involvement of Employees should also 
respect the hierarchy of the organisation. Employees in RO are often 
reluctant to participate in decision making or express their true 
opinions in front of their top managers. 
d) Yhe Organisational Structure: a tall hierarchical organisation entailed 
by the Jordanian cultural norms contradicts with the Business 
Processes Enabled Structure suggested by the model. To resolve this 
issue, the researcher suggests building the hierarchical structure around 
the business processes, instead of the traditional departmental 
arrangements. 
e) Yhe Informal Business Management System: employees in J10 have an 
inherent distrust in their top management and any attempt to Analyse 
their Existing Culture, through direct methods will be misleading. 
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The researcher suggests that Cultural Audits be conducted using 
methods where the respondent identity will not be disclosed. 
2nd. Jordan's society is considered a collectivist one, which is characterised by 
taking the in-group interest into account. This situation, which has a direct 
influence on the Management of Peoples sub criterion in the research model, 
normally affects decisions like hiring, firing, and the incentives and reward 
system, and eventually the whole performance of the organisation. In order to 
reduce the negative impact of having unqualified employees because of in- 
group interests, the researcher suggests two solutions. The first one is to re- 
qualify these people and make them a source of power, rather than a source of 
weakness. If this solution does not work, these people should be placed in 
locations where they do not have any adverse affect on the performance of the 
organisation, and qualified employees should be recruited and placed in 
locations critical to the organisation's performance. 
Other aspect of the Jordanian society, which is also common to collectivist 
society, is that employees are emotionally integrated into work groups. This 
attribute is connoted sometimes to the their lack of confidence in their 
individual capabilities, and thus they try to cover their weaknesses by the 
having the group's protection. Unfortunately HO are not utilising this 
situation to the benefit of their organisations. The researcher feels that this 
situation could be positively exploited by developing Teamwork Spirit within 
HO corporate culture. This could happen successfully by developing group 
working mechanism and modifying the incentives and reward system to be 
linked with the group performance rather than the individual performance. The 
Japanese has successfully implemented this in their attempts to improve their 
team effort performance. In order to avoid conflicts within the team, the 
researcher recommends putting people from the same ethnic or geographic 
background into one team. 
3rd. Jordan's scored high at the uncertainty avoidance index (74). This situation 
reflects an emotional need for rules and formal systems. Unfortunately this 
tendency to rule-oriented behaviour in JIO led in many cases to nonsensical, 
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inconsistent, and dysfunctional rules. However, the researcher sees this 
tendency as favourable, if it has been directed to the benefit of the organisation. 
This was clearly evident when over 350 RO were able to get the ISO 9000 
certificate and implement them very efficiently. Thus, the researcher is quite 
relaxed with the JIO's good implementation of the Formal Business 
Management System criteria of the research model because of its congruence 
with the Jordanian culture. 
Also differences in uncertainty avoidance imply differences in Motivational 
Patterns, however, motivational pattern becomes clearer when associated with 
the masculinity index. Following the 'hierarchy of human needs' formulated by 
Abraham Maslow which has ordered needs from lower to higher: 
physiological, security, esteem, and self actualisation, Jordan's strong 
uncertainty avoidance-masculine attributes make the supreme motivator 
security and esteem. Security includes both financial and job security, while 
esteem is very much connected with the privileges and status symbols for 
employees caused by the collectivist nature of the Jordanian society. As such 
JIO should give the security and esteem priorities over other types of incentives 
when considering the implementation of Motivational Patterns within the 
- People Management subcriteria in the research model. 
4th. Finally, the UK leading companies' survey showed that some of the major 
improvement concepts in the research model are cultural sensitive such as the 
BPR, TQK and self assessment models. The Jordanian respondents also raised 
the sensitivity of these concepts. The main argument is that these improvement 
concepts and approaches have originated from the western countries and the 
Japanese cultures, and difficulties might arise from trying to implement them in 
different cultures such as Jordan. 
In the following paragraph, the researcher will not claim that these approaches 
originated around 1500 years with the evolution of the Islam religion, 
however, their underlying values and concepts have roots that could be traced 
to that time of the history. This argument will qualify JIO to implement these 
concepts without fear of cultural impact. The following are but a few examples 
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from The Koran [7.5], Prophet Mohammed's and his colleagues Teachings 
and Sayings, that illustrate the researcher's argument. 
a) Commitment to Quality: "God, would love if any of you have done 
something to do it in the best possible way. " Prophet Mohammed's 
Saying. 
b) Continuous Improvement. "Say unto them, Work asye will; but God 
will behold you work, and his apostle also, and the true believers. " The 
Declaration of Immunity Chapter, Verse 150, The Koran. 
C) Involvement and Participation in Decision Making., "and whose affairs 
are directed by consultation among themselves. " The Consultation 
Chapter, Verse 3 8. "Therefore forgive them, and ask pardon for them: 
and consult them in the affairs" The Family of Omran Chapter, Verse 
159, The Koran. 
d) Training and Education: "Say, Shall they who know, and they, who 
know not, be held equal? Verily the men of understanding only will be 
warned" The Troops Chapter, Verse 9, The Koran. 
e) Product Quality. "and he appointed the balance: that ye should not 
transgress in respect to the balance: wherefore observe a just weight, 
and diminish not the balance. " The Merciful Chapter, Verse 9, The 
Koran. 
f) Self-Assessment: Omar Bin Al-Khatab, the Third Kaliph "governor" in 
Islam said, "Assess your deeds before a time comes when God, %Nrill 
assess your own deeds. " 
g) Performance-Based Rewards: "As to those who believe and do good 
work we will not suffer the reward for him who shall work righteous 
to perish. " The Cave Chapter, Verse 30, The Koran. 
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These teachings and many others have really contributed to the 
flourishing of the Islamic Empire that reined the world for ten centuries 
in the history. This golden era in the Islamic Empire was characterised 
by the prevalence of science and scientists in different fields such as 
mathematics, medicine, and engineering. Many of the discoveries and 
inventions that we witness today are the products of that period of time. 
Unfortunately, Moslems and Arab today are away of these principles. 
However, the researcher sees that these principles are currently latent, 
but he is quite optimistic that with strong leadership, coupled with 
training and performance-based rewards, Jordanian, as well as other 
Arab countries will be able to uncover them, and utilise them for their 
best benefits. 
7.3.3 Recommendations based on non-Cultural Factors 
The following represents major recommendations that have to be addressed by the 
government of Jordan in order for JIO to be more receptive for modem management 
concepts and approaches. 
1st. Industrial Framework: The government should act very swiftly on finalising 
the industrial policy of Jordan. The framework of the policy should capitalise 
on the Jordanian national strengths, develop technical infrastructures and a 
competent administrative framework, introduce inducements and rewards for 
industries, yet not contradicting with Jordan's international commitments, and, 
finally, initiate programmes for human resources developments at the different 
levels of the educational system. 
2nd. Industrial Development Programme: the government of Jordan should 
seriously consider launching a ten-year Industrial Development Programme 
(IDP), which will demonstrate its real commitment towards industrial 
modernisation. This entails the allocation of a substantial amount of money, 
from the government's yearly budget, for this programme. The researcher 
suggests an amount of $250 million for this purpose, where the whole amount 
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should come from the treasury and be directly utilised for improving the 
business performance of individual JIO. Other international grants and funds 
could be utilised in building the supporting infrastructure for the industry (i. e. 
accredited labs, centres of excellence, etc. ) 
3rd. Creating a Competitive Environment: it is very important for JIO to feel the 
urgency for change, and this situation will never happen without the full 
liberalisation of the trade regime system in Jordan, which will eventually put 
the Jordanian products in fair competition with other products from the whole 
world. Another component of this competitive environment is the 
encouragement of multinational investments in Jordan. This is believed to be of 
paramount importance in the transfer of know-how and technology from one 
side and in creating an industrial culture on the other side. Eventually, this will 
positively influence the standards of livings of the Jordanian citizens, making 
them quality rather than price conscious. 
7.4 Model for Jordan 
7.4.1 Research Model 
Examining the different recommendations presented in the previous section regarding 
the applicability of the model in JIO, the research model could be refined and 
improved to better fit the specificity of the Jordanian case, yet not to affect its 
integrity. A new model for Jordan should retain the following features from the 
original research model: 
Ist. The model should still be based on the three principles of the research model: 
Purpose, Systems, and People. These principles, as established concepts, are 
not found to be affected by either cultural or non-cultural factors. 
2nd. The model's technical core (major criteria and sub-criteria) is not affected by 
cultural factors, however, their implementation methodology is cultural- 
dependent. As such, they could still be applicable in the Jordanian case as 
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general concepts, provided a supporting corporate culture is existing. These 
criteria include Strategy Knowledge Base, Change Management, Formal 
Business Management Systems, and Business Results. 
3rd. All criteria and sub-criteria, which involve teamwork spirit, tendency for 
formal systems, and results oriented that are in line with the Jordanian national 
culture. These include the business results criteria, and the different sub- 
criteria within the formal business management system (customer-based 
process management, people management, information management, and 
supplier partnership management). 
4th. The rationale of the model is not cultural-dependent and should not be 
different for the Jordanian case. This involves the structure of the model as 
well as the relations between its major components (Strategy Formulation, 
Managing Change, Strategy Implementation, and Business results) and sub- 
components. 
5th. Many of the issues raised by the Jordanian respondents regarding the difficulty 
of educating and training the top management, the idealistic nature of the 
people management system, their fear of their suppliers, are all organisational- 
related issues and should be resolved within the corporate context. 
According to the discussions above, many of the model's criteria and sub-criteria are 
found to have their way in the new Jordan's model. However, the effect of the 
Jordanian culture will most likely influence those soft aspects of these criteria. These 
issues include the implementation methodology of these criteria, relations with 
individuals like management policies, leadership style, communication patterns, and 
informal business management system. A new model for Jordan should account for 
these soft issues as follows: 
I st. Due to the fact that in Jordan the organisation is normally centralised around 
the personality of the top management, the leadership system criterion has to 
be modified to reflect this situation. This entails the need to add a new sub- 
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criterion that describes the methodology set by the board of directors of the 
company for selecting suitable and competent leader. 
2nd. Aspects connected to the informal system of the organisation such as 
employees' involvement and internal communications should respect the 
power distance factor in the organisation, which is manifested through the 
pyramid hierarchy of the organisation. 
3rd. The hierarchical structure of the organisation. should be retained; however, it 
should be build around the business process structure, and not on the 
traditional functional departments. 
4th. Motivational pattern within the new model should be built on security and 
esteem, which are found to be more effective in the Jordanian culture. 
Finally, the Jordan model could be less sensitive to the dynamics of change in its 
external environment at the present, which allows for using the traditional strategic 
planning approach. However, the dynamic planning should not be totally ignored, 
especially with Jordan's now moving towards globalisation and free market economy. 
7.4.2 King Abdullah 11 Award for Excellence 
One of the important outcomes of this research work was the realisation of "King 
Abdullah II Award for Excellence. " This award is partly the product of the researcher 
effort and one of his colleagues, Dr. Ahamd Hindawi, who recently finished his PhD 
degree from Birmingham University in a similar research topic. Both the researcher 
and his colleague were able through their senior positions in the government of Jordan 
to convince the government to ratify a new bylaw for this award. The cumulative 
knowledge and experience gained through their PhD works were real contributor to 
the realisation of this award. 
The King Abdullah H Award for Excellence [7.6] is considered the highest level of 
recognition of quality in Jordan. It aims at enhancing the competitiveness of Jordanian 
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businesses by promoting quality awareness and performance excellence, recognising 
quality and business achievements of Jordanian companies, and publicising these 
companies' successful performance strategies and promoting sharing them. 
This award is currently administered by the Industrial Development Directorate at the 
Ministry of Industry and Trade of which Dr. Hindawi is currently heading, and funded 
by the Jordan-United States Business Partnership Programme. An American 
consultant was contracted through this programme to assist in developing this award, 
under the supervision of the Jordanian counterparts. 
The award is not given for specific products or services, it will be given annually in 
each of the four categories: manufacturing, services, small and medium size 
manufacturing companies (less than 30 employees), and small and medium size 
services companies (less that 100 employees). The first award will be presented in a 
special ceremony under the auspices of King Abdullah II, in October 2000. 
7.4.2.1 Criteria Outline 
The award criteria were developed with the intention of making them suitable to the 
Jordanian companies, and at the same time not to loose the integrity of the award. In 
order to suit the Jordanian companies, the award criteria were simplified in language 
and reduced in number in comparison with the other well-known quality awards. 
Other cultural factors were taken into consideration when drafting the award's 
criteria. The award's criteria were thoroughly discussed with the anticipated 
beneficiaries, and many of their comments and notes were taken into consideration in 
drafting the final version of the award. 
The award major criteria are Leadership, Strategic Planning, Process Management, 
Resources Management, and Results. The major criteria with the different scores are 
shown in Figure (7.1). 
The following is an overview of the award's criteria and sub-criteria: 
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1. Leadership: This criterion focuses on the main and vital roles of top 
management, and setting values and general philosophy for the organisation, 
as well as the designing of the training plans including the assessment of the 
training needs and their evaluation. The leadership sub-criteria are Leadership 
Vision, Leadership Educational System, Leadership Support, and Leadership 
Selection and Suitability. 
Process 
p- Management 
(200) 
Leadership Strategic Planning Results 
2 007 00) (150) (200) 
Resources 
P-1 
(250) 
Figure 7.1: The Award Criteria 
2. Strategic Planning: the criterion focuses on the extent and ability of the 
organisation to set and implement comprehensive strategic plans. These plans 
contain mission, and vision statements, external environmental analysis, 
objectives and strategies. The Strategic Planning sub-criteria are: Mission 
Statement, External Environmental Analysis, Objectives, Strategies, Projects 
and Action Plans, and Implementation and Control. 
Process Management: this criterion focuses on the extent of the company's 
commitment in setting and implementing a comprehensive methodology to 
plan, execute, and develop work systems for all activities within the company. 
222 
This criterion also focuses on promoting excellent policies, procedures, 
documents, and organisational methods. Process Management sub-criteria are: 
Quality System, Customers Relationship Management, and Co-ordination and 
Structure. 
Resources Management: this criterion focuses on having and implementing a 
clear methodology to plan, develop, enhance, deploy, and review the resources 
(e. g. human, information, financial, materials, technological, etc. ) needed to 
succeed. Resources Management sub-criteria are: Human Resources, 
Information Resources, Financial Resources, Material Resources, and 
Technological Resources. 
5. Results: this criterion focuses on the companies' interest in achieving 
outstanding results in many areas (customer and employee satisfaction, quality 
of products/services (operational performance), suppliers performance, impact 
on society, and financial results. Results sub-criterions are: Customer 
Satisfaction, Employee Satisfaction, Service/Product quality (Operational 
Performance), Suppliers' Performance, Impact on Society, and Financial 
Results. 
7.4.3 The Relationship between the Research Model and Kng Abdullah 11 
Award for Excellence 
Ist. It should be emphasised that King Abdullah II Award for Excellence came as 
a result of the researcher and his colleague's effort, however, it is nota 
modified version of the model. The award is similar to other national quality 
awards with particular emphasis on the specificity of the Jordanian case. 
2nd. The development of King Abdullah II Award for Excellence is considered a 
major step along the applicability of the research model in jordan. On the one 
hand, it encompasses many of the research model's major criteria and sub- 
criteria. On the other hand, it could be easily integrated in the research model 
through using its self-assessment application within the criterion "continuous 
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assessment of the organisation's competitive environment and need for a 
change" in the strategy formulation phase. 
3rd. The award was developed with a view to resolve some of the existing 
problems in other award's models, and the major comments made by the LJK 
and the Jordanian companies on the research model. One of the 
accomplishments is simplifying the language of the award and reducing the 
number of criteria to five. 
4th. The simplification of the award was at expense of its comprehensiveness. It is 
noted that the award lacks some important criteria such as managing the 
change in the organisation, and the informal business management system 
(corporate and national culture). Despite the complete belief of the researcher 
of the importance of these criteria, other experts who participated in the 
development of the award, advised that the award should be kept simple in the 
first three years to match the level of the existing JIO. Further additions and 
modifications on the award might be considered in later years. 
Sth. The cultural factors were also taken into consideration within the award's 
major criteria and sub-criteria. The selection of the process management (i. e. 
developing work systems, procedures, documents, and organisational 
methods), and results, as two of the five major criteria was to capitalise on the 
cultural characteristics of the Jordanians in terms of their tendency for formal 
systems, and results. Also, the "Leadership Selection and Suitability" sub- 
criterion was added to the leadership criteria to guarantee the level of top 
management in the centralised JIO. 
7.5 Discussion and Conclusions 
Three major factors are found to affect the implementation of the model within JIO. 
The first is the national culture in which the organisation is located. The second is 
non-cultural factors, such the country's level of development, natural resources, 
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- demography, laws and regulations, and the level of education. The third is related to 
corporate culture factors. 
National culture is found to influence those aspects of the organisations involving 
relations with individuals like management policies, leadership style, communication 
patterns, and informal structures. To account for this factor, the researcher 
recommended that the cultural values drive the model. In this case, the researcher 
recommended to adapt those cultural sensitive approaches to the country's peculiar 
characteristics and to tailor implementation methods to cope with the culture's 
dominant values. 
Non-cultural factors influence the JIO's acceptance to new concepts and management 
methods. Several recommendations were given and addressed to the government of 
Jordan to create a proper learning environment conducive to industrial development. 
Corporate culture has impact on symbols, heroes and rituals within the organisation. 
Changing them is possible and it is primarily a top management task. Corporate 
culture could be changed through massive campaigns and educational programme. 
However, and in order for this type of change to succeed, concurrent changes in the 
managerial and career systems, built on the new taught ideas and values, should be 
installed. 
Finally, the advent of King Abdullah II Award for Excellence has achieved two 
objectives. First, it gave an example of how an improvement model from western 
origins could be adapted and tailored to suit the Jordanian culture. The second is 
related to the level of awareness the award will create among the Jordanian 
community in general, and the targeted group in particular. The anticipated increased 
level of awareness will definitely contribute to the government's effort in building an 
environment receptive to modem management trends and changing ideas. 
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Chapter Eight 
Discussion and Conclusions 
8.1 Introduction 
The chapter presents a summary of the research work and outlines the degree of 
attainment of reaching the first and second objectives of the research. It identifies the 
conclusions of the research, difficulties faced, and presents recommendations for future 
research work- 
The first objective of this research was to develop a Comprehensive Model for 
Improving the Business Performance in Industrial Organisation, whilethesecond 
objective was to Test the Applicability of the Model within Jordanian Industrial 
Organisations (JIO) and Give Recommendations for its Effective Implementation. 
The researcher was able to accomplish the two objectives of the research following a 
research methodology comprising of the following stages. Planning the research stage, 
literature Review stage, Development of the Conceptual Model stage, Development of the 
Final Comprehensive Model stage (the first objective), and finally the Applicability of 
the Model in JIO stage (the second objective). 
The uniqueness and contribution of this research to original body of knowledge were 
based upon the following: 
lst. A comprehensive model that eliminates the gaps in existing business models by 
integrating several improvement approaches into the organisation's business plan, 
identifying a causal relationship between its components, and providing a step-by- 
step modular approach for achieving business improvement. 
2nd- The ability of the model to be applied in a culture different from the culture where 
the original concepts of the model are originated. This is achieved by investigating 
226 
cultural sensitive approaches and recommending solutions for their proper 
implementation. 
3rd. The cultural dimensions that are included within the model criteria, at the corporate 
level and most importantly at the national level, as significant determinants that 
support and drive expected change in an organisation. 
Because of the qualitative nature of the research, "Content Validation" was selected to 
validate the model's major criteria and sub-criteria. Validation of the model was achieved 
at two stages of the model development stages: the conceptual model development stage, 
and the final model development stage. Also, the model's content (major criteria and sub- 
criteria) were validated through the literature, where supporting references were found to 
support the mode's different criteria. 
The model as presented in this thesis was not intended to describe every single step in the 
different improvement process, such as the detailed process of culture change or the steps 
to design a performance-based reward system, or the organisation information 
management system. The researcher believes that these issues are very much organisation- 
dependent and cannot be included in a generic model. The main idea was to come up with 
a sort of a 'road map' to illustrate the sequence of activities needed for achieving 
improvement in business performance through the logical interaction and integration of 
the different improvement approaches. As such, many of the items that could be seen 
missing from the model, are simply details that are embedded within one of the model's 
criteria or sub-criteria. 
Through the different criteria and sub-criteria of the model, the researcher was keen not to 
suggest 'a one way or one best way' for managing change in the organisation. The model 
is built to allow the top management to always have the choice to select what is more 
appropriate for their organisations in terms of their internal needs, as well as their external 
surrounding environment. Much of the burden lies on the top management of the 
organisation to realise and implement the model's different criteria. 
The holistic nature of the research model had negatively affected to a great extent the 
complexity of the model, which makes it more appropriate in large organisations that 
227 
could afford practising with different improvement approaches and change ideas. 
However, the researcher does not suggest that every criterion in the model should be 
followed by all organisations, he only stresses that if the organisation wants to adopt a 
specific improvement approach, the integration of this approach with other running 
activities in the organisation should follow the model's framework. 
After studying thoroughly the issues of national culture and its effect on the 
implementation of the different improvement approaches, the researcher could conclude 
that many of the major components of these approaches are in general good management 
practices, or could be even considered as common sense, and thus, he believes that their 
applications should be universal and not limited to a specific country or nation. For 
instance, no body could argue the cultural sensitivity of any of the following: continuous 
improvement, communication, commitment of leadership, employees' empowerment, 
customer and employees satisfaction, however, the sensitivity is found more in the 
implementation of these approaches where the culture peculiarities should be taken into 
consideration. 
In reaching the first objective of the research and throughout the course of this research, a 
great deal of knowledge and experience were gained that are germane to the core objective 
of the research, which is developing a comprehensive model to improve the business 
performance in industrial organisation. The following are the researcher's major points 
and commentaries: 
1 St. No real attempts have been made to develop an improvement model that addresses 
all issues related to business performance improvement. Improvement approaches 
have been implemented as separate initiatives and in isolation of a holistic 
framework to improve performance. As such remarkable results could be achieved 
in specific areas in the organisation but it is always at the expense of other 
important areas. This was evident in the case studies of the UK-based companies 
that the researcher surveyed. The marketing problem that are currently facing 
Rover Group in the UK, one of the UK quality award winners, are one of these 
examples that illustrate this point. 
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2nd. Most companies' concern for change is still an extension of the Taylorisim classical 
period, where the focus is primarily technical, dealing with work systems and 
procedures while neglecting the human factor. In order to have an impactful 
change; a balanced integrated culture-technical improvement approach is absolutely 
necessary. 
3rd. In their pursuit to achieve excellence, successful companies seem to have followed 
the ideas and teachings of many gurus like Deming, Juran and Ishikawa. However, 
they have developed their own approaches according to the peculiarities of their 
companies. Their improvement approaches involve a culture change process which 
ultimately has manifested itself in improved customer satisfaction, reduced costs 
and improved financial results, a greater attractiveness to employees, and finally a 
learning atmosphere and long term survival. 
4th. It is evident that the way these companies developed their management practices 
depends on their internal and external environment conditions. Some of these 
organisations have long been recognised as top leaders in their field, their impetus 
for change are driven by their ambitions to stay in the forefront. Other companies 
are triggered by internal and external organisational problems that forced them to 
rethink their fundamentals. However, the major motivators for change are found to 
be internally, the top management of the organisation, and externally, the increased 
customers' needs and expectations. 
5th. Companies seeking excellence in their business performance face many difficulties, 
draw backs and critical moments. The most significant ones are financial problems, 
resistance to change, managing corporate and national cultures, technological and 
information technology challenges, communication, and lack of top management 
enthusiasm and commitment. 
6th. Despite the fact that the implementation of modem improvement approaches such 
as TQM and BPR are being limited in many cases to large organisations, it is found 
that small and medium size companies possess several characteristics that make 
them ideal to implement these approaches successfully. Such characteristics 
include: transparency and communications, less resistance to change, strong and 
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committed leadership, flat organisation, closer to the customer needs, flexibility for 
change, and multidisciplinary and empowered employees. However, the major 
constraints that face these organisations in the effort to implement such approaches 
are basically time, money, and human resources. 
7th. It seems today that the financial results are becoming again the top of company's 
priorities rather than the customer satisfaction. Companies currently accepts 
customer satisfaction as the norm as opposed to the ultimate goal, where it is only 
natural that the customer has to be satisfied, otherwise the company will cease to 
exist. The new challenge for the companies today is to learn how to make such 
explicit linkages between the non-financial business results (operational, customer, 
supplier, impact on society, and people) and the financial results, that is to make 
money. This was illustrated in the case study of the Boots Company with their 
primary focus is on the value-based management, aiming at optimising the 
shareholders value. 
As for the second objective of the research, which is related to the applicability of the 
research model in JIO and giving recommendations for its effective implementation. 
Chapter seven discusses in greater details the limitation, the constraints, and the 
recommendations for the model's implementation in JIO, with a view to what constitutes a 
Jordan Model, nevertheless the researcher have the following final remark. 
Many of the Jordanians, who were interviewed in the first surveys of this research, which 
were conducted in Jordan in the beginning of the year 1997, had showed a sort of 
uncertain views for the future of the JIO. Most of them were sceptical about the capability 
of the JIO to comprehend and adopt the modem improvement approaches that the research 
model suggests. Now after three years of these first surveys, the researcher could safely 
state that these companies were not really correct in their fear and scepticism, several JIO 
have achieved real progress in terms of adopting many of the improvement approaches 
that the model currently presents. It is not uncommon now to see in Jordan ads in the local 
news papers looking for qualified people with experiences and educational backgrounds in 
Total Quality Management, Business Process Engineering, and ISO 9000/ISO 14000 
series of standards. 
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We have currently in Jordan over 350 companies ISO 9000 certified, 20 companies ISO 
14000 certified, in addition to many of them who are working on getting the safety 
European Conformity (CE) Mark, and the Hazard Analysis Critical Control Point 
(HACCP) in the food sector. 
Also the advent of "King Abdullah H Award for Excellence" is considered a major 
milestone in this endeavour, where JIOs can now take a deep look at their business 
practices, their employees, their suppliers in the supply chain management, and their 
customer relationship in an objective and measurable way through self-assessment. The 
award have succeeded in attracting the attention of many Jordanian companies, where 
over 100 companies have applied to the Award, with the first prize to be awarded in 
October of the year 2000. 
In conclusion, the researcher has the strong belief that the prevailing environment in 
Jordan is conducive to the economical development of Jordan in general, and the industry 
in particular. The indicators mentioned above are only but few signs of the developments 
that Jordan is currently witnessing. An unprecedented economical reform move are now 
formed and led personally by His Majesty King Abdullah II of Jordan surrounded by a 
group of highly educated and young entrepreneurs, putting the economic reforms on top of 
their agenda. Many people with international exposure are now noticing the different 
outlook that the international community has recently built for Jordan. 
8.2 Difficulties and Limitations 
The following represent the major difficulties and limitations that faced the researcher 
during the course of the research: 
Ist. The research was done under part-time conditions because the researcher was 
engaged in a full time job in Jordan. As suck it was not easy for the researcher to 
make up for the heavy load of the Ph. D. research work on the one hand, and his 
senior and very demanding position at the government of Jordan on the other hand. 
The time was really a limiting factor. 
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2nd. The comprehensive nature of the research entailed the researcher to review a large 
and diversified number of topics such as TQK BPR, strategic planning, 
management of change, national culture, and corporate culture. Throughout the 
course of the research, the researcher had the opportunity to review not less than 
1000 reference of which 280 are documented at the end of this chapter. This large 
number of topics makes it very difficult for the researcher to have a full knowledge 
of each individual topic, or to keep abreast of all the development that occur in 
each topic. 
3rd. The, lack of understanding among many JIO for the modem improvement 
approaches and models. This situation affected the three surveys that were 
conducted in Jordan, both in terms of their administrations and the accuracy of 
their results. 
4th. The deficiencies in the literature of references that are related to national 
differences that exist between western countries and Japan, and the nations of the 
Arab and Moslem countries. Such references are literally non-existent in the 
Jordanian's library. 
Sth. The researcher argues that the model developed in the first part of the research 
could be safely implemented in western countries. However, the researcher, who is 
Jordanian, cannot be culture-free and the model may very likely contains values of 
the researcher's home culture that could affect the model's implementation in 
western countries. 
8.3 Recommendations for Future Work 
Areas for future research could include: 
Ist. The actual implementation of the research model in a real industrial environment. 
This implementation should be accompanied by assessing the time and the cost 
factors needed to put the model in place, and to run it efficiently. This could also 
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involve a benefit-cost ratio analysis for the whole model as well as its individual 
components. 
2nd. The research model, as described by its first objective, is targeted to industrial 
organisations, however, the researcher believes that many of the model's 
components are system-oriented not industry-specific. As such, further research 
could be done on investigating the applicability of the model in the services sector 
such as the banking, the insurance or the construction sectors, and identifying major 
differences, and recommendations. 
3rd. Despite the fact that the model was not targeted to small and medium size industrial 
enterprises (SMEs), the researcher investigated through one of his surveys (the UK 
companies' survey) the sensitivity of the model's major criteria and sub-criteria to 
the size of the organisation. This information could be useful for other researchers 
who might be interested in modifying the model to be more applicable in small and 
medium size industrial enterprises. 
4th. In the current research, the researcher touched on the subject of the Islamic religion 
and its relation to modem improvement concepts. The researcher suggests that a 
future comparative research to be made on all or any of the three religions; Islam, 
Christianity, and Judaism, and to compare their principles and good teachings to the 
applicability of these modem improvement approaches. 
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Appendix A 
APPENDIX A 
UK EXPERTS'SURVEY 
A-1 
Appendix A 
LETTER 
17 October 1996 
Dear Sir, 
One of our current research projects is in the area of strategic business management, 
business process reengineering and total quality management. The research is funded by 
the British Council and is aiming to develop a dynamic model of business management 
that incorporates the concepts of discontinuous and continuous change. The model will be 
for use by Manufacturing Enterprises in developing countries, and will ultimately be 
presented in the form of an easy-to-use self-assessment and implementation guide. 
Because of your wide experience and recognised contribution in this field, we would value 
your views on what should form the theoretical foundation of such a model. Therefore, we 
would like to ask if you would kindly complete the attached questionnaire. In addition, if 
you wish to make additional comments, please use the attached form. 
Your response will be used strictly for the research purposes and for no other reason. We 
look forward to receiving your reply, and thank you in anticipation of your response. 
Sincerely, 
Eng. Moayad 1 Samman 
PhD Research Student 
Dr. Barry C Fisher 
Research Supervisor 
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Appendix B 
Section One 
General Information 
Company ------- ---- Respondent ----------- Position ---- ---------------- Age Education 
Bass Brewers Mike Fisher IS & Change Director 57 BA 
Histo! Y 
Boots Company Grahame Conibar Corporate Development 64 University 
Manager Degree 
ICL Barry Hopwell Vice President- Systems 53 MA Maths 
. .............. ... . ................. ..... . ............................. JCB Paul Hodgson Group Process 30 : M. Tech 
Imp ovement Manýg 
....... .... ... ............... ................................... oup ............ _Joh_nTKom_son ....... TQI Advisor 57 I MA 
Economics 
............. 
rector - Personnel .. ! 
ýýJones 
........... ..... 
56 
..... ----------- 
: NA 
--- 
ewlett- David Gee European Quality Director 42 Engineerin 
Packard 
.................................. ................................ .... ................. ... . .......... 
9 
.............. ster Carpet Director 50 BA Math 
Mills 
BT Chris Williams 1 Business Excellence 44 BA 
1: Development Maný, ger 
British Gas Cedric Brown 1 Former C. E. O. NA 
------------ 
I NA 
- 
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Section Two 
Improvement Approaches Information 
# Change Components % 
1. System Certification 
1.1 Second Party Certification 100 
1.2 IS09000 100 
1.3 IS014000 60 
1.4 BS 8800 20 
1.5 Investor in People 80 
2. Improvement Journey 
2.1 TQM 100 
2.2 BPR 70 
3. Improvement Approach 
3.1 Self Developed 60 
3.2 Self Developed with a Part Time Consultant 80 
3.3 Full Consultant Time 20 
4. Improvement Methodology 
4.1 Pre-Prescriptive step-by-step Approach 40 
4.2 Non-Prescriptive Methods Embraced within some Form of 
a Framework 
80 
4.3 Methods Outlining the Wisdom. Philosophy and 
Recommendations of Internationally Respected Experts 
(Den-ýing, Juran, or Crosby) 
50 
4.4 
- 
Self Assessment Models such as The European Quality 
Award (EQA), Malcolm Baldrige National Quality Award 
(MBNQA) or Deming Prize (DP) 
__ 
60 
5. Changing Challenges 
5.1 Financial 70 
5.2 Resistance to Change 60 
5.3 Information 20 
5.4 1 Technology 50 
5.5 Corporate Culture 60 
5.6 National Culture 30 
5.7 Communication 60 
5.8 fack of Strategy 40 
5.9 Top Management Commitment 70 
5.10 1 Implementation 20 
15.11 1 Performance Measurement 30 
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Appendix C 
SECTION ONE 
IN THIS SECTION YOU ARE KINDLY REQUESTED TO THINK OF AN IDEAL 
JOB, DISREGARDING YOUR PRESENT JOB. 
1-22 In choosing an ideal job, HOW IMPORTANT THE FOLLOWING WORK 
VALUES WOULD THEY BE TO YOU. Kindly state whether it is of Utmost 
Very Important--5- Moderate Importance==J, Little Important=y 
Importance==I, Very Little or No Importance--I. Please circle one answer 
number in each line across. Make a real contribution to the successofyour 
company? 
Work Values 1 2 3 4 5 Mean Cr 
1. 
- 
Have ajob which leaves you sufficient time left for 
your personal life? 
19.8 37.4 25.3 11.0 6.6 2.47 1.13 
2. Have challenging tasks to do, from which you can 
get a personal sense of accomplishment? 
45.1 28.6 12.1 
1 
8.8 5.5 2.01 1.20 
3. Have little tension and stress on the job? 19.8 28.6 25.3 16.5 9.9 2.68 1.25 
4. Have good physical working conditions (good 
ventilation and lighting, adequate workspace, etc. )? 
28.6 42.9 17.6 6.6 
1 
4.4 2.15 
1 
1.05 
5. Have a good working relationship with your direct 
manager? 
45.6 34.4 10.0 4.4 5.6 1.90 1.11 
6. Fully use your skills and abilities on the job? 45.1 36.3 8.8 2.2 7.7 1.91 1.15 
7. Have security of employment? 32.2 37.8 18.9 7.8 3.3 2.12 1.06 
8. Have good fringe benefits? 26.7 35.6 25.6 8.9 3.3 2.27 1.06 
9. Have considerable freedom to adopt your own ideas 
to the job? 
30.0 44.4 17.8 4.4 3.3 2.07 0.98 
10.1 Work with people who cooperate well with one 
another? 
37.4 37.4 16.5 3.3 5.5 2.02 1.09 
11.1 Be consulted by your direct manager in his/her 
decisions? 
12.1 50.5 26.4 6.6 4.4 2.41 0.94 
12.1 Have training opportunities to improve our skills? 34.1 42.9 11.0 7.7 4.4 2.05 1.08 
13.1 Make a real contribution to the success of your 
companv? 
44.0 33.0 12.1 11.0 0.0 1.90 1.00 
14.1 Have an opportunity for high earnings? 33.3 43.3 12.2 7.8 3.3 2.04 1.04 
15.1 Get the recognition you deserve when you do a 
goodjob? 
38.9 35.6 11.1 6.7 7.8 2.09 1.21 
16.1 Serve the interest of your country? 22.2 36.7 27.8 8.9 4.4 2.37 1.06 
17. Live in an area desirable to you? 17.8 37.8 27.8 14.4 2.2 2.46 1.02 
18. Have an opportunity for advancement to higher 
leveljobs? 
44.0 34.1 8.8 11.0 2.2 1.93 1.08 
19. Have an clement of variety and adventure in the 
job? 
12.1 40.7 30.8 12.1 4.4 2.56 1.00 
20. Work in a prestigious, successful company? 26.4 40.7 18.7 11.0 3.3 2.24 1.07 
21. Have an opportunity for helping other people? 16.5 40.7 22.0 17.6 3.3 2.51 1.07 
22. 
- 
Work in a wen-defined job situation where the 
requirements are clear? 
28.9 47.8 12.2 4.4 6.7 2.12 1.09 
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SECTION TWO 
THE DESCRIPTIONS BELOW APPLY TO FOUR DIFFERENT TYPES OF 
NL4, NAGERS. FIRST, PLEASE READ THROUGH THESE DESCRIPTIONS AND 
THEN ANSWER THE FOLLOWING TWO QUESTIONS. 
Manager 1 (Autocratic) Usually makes his/her decisions promptly and communicate 
them to his/her subordinates clearly and firmly. Expects them to carry out 
the decisions loyally and without raising difficulties. 
Manager 2 (Persuasive) Usually takes his/her decisions promptly, but, before going 
ahead, tries to explain them fully to his/her subordinates. Gives them 
reasons for the decisions and answers whatever questions they may have. 
Manager 3 (Consultative) Usually consults with his/her subordinates before he/she 
reaches his/her decisions. Listen to their advice, considers it, and then 
announces his/her decisions. He/she then expects all to work loyally to 
implement it whether or not it is in accordance with the advice they gave. 
Manager 4 (Democratic) Usually calls a meeting for his/her subordinates when there is 
an important decision to be made. Puts the problem before the group and 
invite discussions. Accepts the majority viewpoint as the decision. 
23724 For each of the following two questions, please circle one answer number 
only. 
23. For the above types of managers, please mark the one which you would prefer to 
work under? 
Type of Manager % 
Manag er I (Autocratic) 0.0 
Manag er 2 (Persuasive) 11.0 
Manag er 3 (Consultative) 45.1 
Manag er 4 (Democratic) 38.5 
Other 5.5 
24. Which one of the above four types of managers would you say your manager most 
closely correspond? 
Type of Manager % 
Mana ger I (Autocratic) 17.6 
Mana ger 2 (Persuasive) 31.9 
Manag _ er 3 (Consultative) 31.9 
1 Manag er 4 (Democratic) 8.8 
[He/she does not correspond closely to any of them 9.9 
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SECTION THREE 
25-27 For each of the following three questions, please circle one answer number 
only. 
25. How frequent, in your work environment, are employees afraid to express 
disagreement with their direct managers? 
Level of Disagreement % 
Very frequently 14.3 
Frequently 20.9 
Sometimes 49.5 
Seldom 7.7 
LVery Seldom 7.7 
26. How often do you feel nervous or tense at work? 
Nervous or Tensed Times % 
Always (daily) 23.1 
Usually (weekly) 31.9 
Sometimes (monthly) 34.1 
Seldom (once every sm months) 8.8 
Very Seldom (once every year) 2.2 
27. How long do you think you will continue working for your company? 
Duration of Stay % 
2 years at the most 30.3 
2-5 years 23.6 
More than 5 years 21.3 
Untfl I retire 24. 
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28-35 Please indicate the extent to which you personally Strongly Agree=f" 
Agree=j-, Undecided= Disagree=, q with each of the Strongly Disagree=j 
following statements, kindly tick one number for each line across. 
Element 1 2 3 4 5 Mean 
28. A company's rules should not be broken, even 13.3 40.0 18.9 26.7 1.1 2.62 1.06 
when the employees think it is in the company's 
best interest 1 1 
29. Most people can be trusted. 3.3 30.8 13.2 36.3 16.5 3.32 1.17 
30. Quite a few employees have an inherent dislike of 7.7 46.2 25.3 19.8 1.1 2.60 0.93 
work and will avoid it if they can. 
31- A large corporation is generally a more desirable 17.8 33.3 18.9 26.7 3.3 2.64 1.15 
place to work than a small one. 1 1 
32- A corporation should have a major responsibility 37.8 47.8 10.0 4.4 0.0 1.81 0.79 
for the health and welfare of its employees and 
their families. 
33. Competition among employees usually does more 6.7 28.9 14.4 48.9 1.1 3.09 1.05 
harm than good. 
34. Employees in industry should participate more in 13.3 58.9 13.3 12.2 2.2 2.311 0.93 
the decision made by management. I 1 1 
33-. 1 Decision made by individuals are usually of higher I 4.4 14.4 133 46.7 21.1 3.66 1.10 
quality than decisions made by groups. I 
1 
I I 
1 
J 
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SECTION FOUR 
TO HELP US CLASSIFY YOUR ANSWERS, MAY I ASK YOU TO COMPLETE 
THE FOLLOWING QUESTIONS ABOUT YOURSELF. 
36-40 For each of the following questions, please circle one answer number only. 
36. Are you? 
Sex % 
Male 79 
Female 21 
37. How old are you? 
Age Group % 
Under 20 4.2 
20-24 6.3 
25-29 38.9 
30-34 14.7 
35-39 9.5 
40-49 12.6 
50-59 8.4 
60 or over 5.3 
38. How many years of formal education did you complete? 
Years % 
10 years or less 18.9 
11 years 4.2 
12 years 7.4 
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13 years 5.3 
14 years 7.4 
15 years 2.1 
16 years 21 
17 years 18.9 
18 years 8.4 
over 18 6.3 
39. What kind of work do you do? 
Kind of Work % 
" manager of other managers 8.5 
" manager of people who are not managers 49 
Supervisor 33 
Skifled labour 9.5 
other 0 
40. How many full employees are there in your company? 
Years % 
Less than 10 1.1 
10-49 19.8 
50-99 25.3 
100-499 44.0 
500 or over 9.9 
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41. Please circle the industrial sub-sector according to your respective line of 
production. 
Years % 
Pharmaceuticals & Medical Supplies 2.4 
Plastic & Rubber 7.1 
Chemical Industries 16.5 
Cosmetics and Perfumes 7.1 
Engineering Industries 12.9 
Furniture (wood & metal) 4.7 
Constructions 9.4 
Printing and Paper 4.7 
Food & Supply 24.7 
Spinning & Clothing 7.1 
Packing and Packaging 2.4 
Mining 1.2 
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Table (D. 1): Values of the Four Indices for 54 Countries Including Jordan 12.1841 
[2.1671 
Countrv PD1 LIA] IDN, ' MAS Country PD1 UAI IDN' MI 
Arab Countries 80 68 Is 53) Japan 54 92 40 95 
Argentina 49 86 46 56 Jo rdan 71 
- 
74 
- 
45 62 
Australia 36 90 90 61 
1 1alaysia ý1 0 
ý4 
-333 66 
26 50 
Austria 11 
1 
70 
; 
55 55 79 Mexico 81 82 30 61) 
Belgium 65 9 4 _755 54 Netherlands 38 53 80 14 
Brazil 69 76 -38 
49 Norway 31 50 6Q 8 
Canada 39 48 80 52 New Zealand 22 49 7Q 58 
Chile 633 86 23 28 Pakistan 55 70 14 50 
Colombia 67 80 13 Panama 95 86 11 44 
Costa Rica 35 86 15 ý1 Peru 64 87 16 42 
Denmark 18 'D 74 16 Philippines 94 44 32 64 
East Africa 64 52 27 41 Portugal 63 104 27 31 
Equador 78 67 8 63 Salvador 66 94 19 40 
Finland 33 59 63 26 South Africa 49 49 65 631 
France 68 86 71 43 South Korea 60 85 18 19 -1 
Great Britain 35 35 89 66 Singapore 74 8 20 48 
Germanv 35 65 67 66 Spain 57 86 51 42 
Greece 60 112 35 57 Sweden 11 29 71 5 
Guatemala 95 101 6 _3 
7 Switzerland 34 58 68 70 
Hong Kong 68 29 25 57 Taiwan 58 69 17 45 
India 77 40 48 56 Thailand 64 64 20 3)4 
Indonesia 78 48 14 46 Turkey 66 85 37 45 
I ran 58 59 41 43 Uruguay 61 100 '16 -118 
Ireland 28 35 70 68 USA 40 46 91 62 
I srael 3 81 54 47 Venezuela 81 76 12 73 
- Italy 50 75 76 70 West Africa 77 54 20 0 4 
Jamaica 45 13 39 68 Yu-oslavia 76 88 27 21 
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Table (D. 2): Abbreviations for the Countries and Regions in the Study [2.184][2.1671 
Country Abbreviation Country Abbreviation 
Arab Countries ARA Japan JPN 
Argentina ARG Jordan JOR 
Australia ALL Malaysia MAL 
Austria AUT Mexico VEX 
Belgium BEL Netherlands NET 
Brazil BRA Norway NOR 
Canada CAN NewZealand NZL 
Chile C1HL Pakistan PAK 
Colombia COL Panama PAN 
Costa Rica Cos Peru PER 
Denmark DEN Philippines PHI 
East Africa EAF Portugal POR 
Equador EQA Salvador SAL 
Finland FIN South Africa SAF 
France FRA South Korea KOR 
Great Britain GBR Singapore SIN 
Germany GER Spain SPA 
Greece GRE Sweden SWE 
Guatemala GUA Switzerland SWI 
Hong Kong HOK Taiwan TAI 
India IND Thailand THA 
Indonesia IDO Turkey TUR 
Iran IRA Uruguay URU 
Ireland IRE United States USA 
Israel ISR Venezuela VEN 
Italy ITA West Africa WAF 
Jamaica JAM Yugoslavia YUG 
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Section One 
General Information 
TIES SECTION INCLUDES 10 QUESTIONS WRITTEN IN BOLD LETTERS. YOU 
ARE KINDLY REQUESTED TO COMPLETE ALL THE INFORMATION IN BLOCK 
LETTERS AND BE AS SPECIFIC AS POSSIBLE. KINDLY, DISREGARD ANY 
QUESTION YOU DO NOT WISH TO ANSWER. 
TIME: THIS SECTION IS EXPECTED TO TAKE 10 MINUTES 
1.1 Name .................................................................................... Sex (M or F) ............................................................................ 
Sex % 
Male 14 
Female 86 
Age ....................................................................................... 
Age Group % 
20-29 24 
30-39 52 
40-49 14 
50-59 10 
Position 
................................................................................. Last Degree 
............................................................................ 
Degree % 
Bachelor 27 
Masters 57 
PhD 14 
Country/Countries of Degrees ..................................................... Year of Graduation (last degree) .................................................. Affiliated Societies 
.................................................................... 
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1.2 Name of Company .................................................................... 
Address .................................................................................. 
Telephone/Fax ......................................................................... 
1.3 Present Line Business .............................................................. 
Industrial Sector % 
Pharmaceuticals 24 
Engineering 24 
Clothing 19 
Food 19 
Construction 14 
1.4 Annual Turnover (gross sales in JD) .............................................. 
1.5 Present Ownership (public, private, etc.. ) ........................................ 
1.6 Share Capital (nominal) ............................................................. 
1.7 Affiliated Companies .................................................................. 
1.8 Year of Establishment ................................................................. 
1.9 Number of Employees ................................................................. 
Range % 
0-49 33 
50-249 53 
250-499 14 
1.10 Do you apply ISO 9000 in your factory Yes 
H 
In processýjý 
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Section Two 
General Performance of the JIO 
THIS SECTION INCLUDES 8 QUESTIONS WRITTEN IN BOLD LETTERS. YOU 
ARE KINDLY REQUESTED TO READ THE QUESTIONS CAREFULLY AND TRY 
TO ANSWER THEM A-LL. THE ANSWERS SHOULD REFLECT YOUR PERSONAL 
OPINION AND THE ACTUAL PRESENT SITUATION. Bl,, P'0REANSH17,, 'RlN(;. 4N)` 
QUES170N. KINDI-I"PEADTHI,. INY7R(I('TION, ýWHI(HHAT'FBFF,, AIU'1? 17'11ý,. NIN 
JJALK'S. 
TIME: THIS SECTION IS EXPECTED TO TAKE 20 MINUTES 
2.1 Based on your experience, list five major weaknesses facing the internal 
environment of the Jordanian Industrial Organisations (. 110). Plea. yc hcas 
'SIAIC#iC as pO'S. 'Vih1c. 
I No. ý Major Weaknesses 11/1, 
1 7.1 Lack or Absence of Motivation and Incentive System for Employees 1 24 1 
Lack of Long Term Vision and Strategies foi- Development and Growth 1 2-1 
1 9.1 Weaknesses in Production Techniques I IQ I 
10. Hig 
,h Turnover of Human Resources 
11. Lack of Commitment to Qualitv 
12. Lack of Team Work and Internal Co-ordination 14 
133. Lack of a Proper Industrial Culture 14 
14. Lack of Research and Development Activities 14 
15.1 High Production Cost 
16.1 Inability to Adapt to Change 1 10 
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17. Weak After Sales Services 
18. Reliance on Individuals Rather than Systems 
19. 
-- 
Lack of Reliable Local Suppliers 5 
T ý OY -of Information Lack 5 
2.2 What are the major threats that will soon force JIO to consider new strategies 
for improvement? Please he as sl)ecýfic as possible. 
I No. I Major Threats I -v,. I 
7. Increasing the level of Quality Standards by Surrounding Arab countries 24 
8. Small and Volatile Internal Markets 14 
9. Migration of Educated Human Resources to the Gulf Countries 14 
10. Lack of a Clear National Industrial Policy 14 
11. Lack of Proper laws and Infrastructure to Support Local Industries 14 
12. Collapse of Protectionism Policies to Locally Manufactured Products 14 
2.3 List five major areas of strengths that are contributing to (lie success of some 
. 110. Plea. w he avy)ecffic tu po. ý, sihlc. 
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6. Application of New Technologies, Product Design, Research and 
Development and Proper Packaging Design and Material selection 
11) 
7. Training of Employees I 
S. Having the Right Connections with Influential Parties 14 
9. Dedication and Commitment of Top Management 14 
10. Specialisation 10 
11. Motivation of Employees 10 
12. Efficient and Effective Management Control System 10 
13. Monopoly and Protectionism Policies 10 
14. Family Owned Business 10 
15. Understanding Customer Needs I () 
16. Having Team Work 10 
17. Management Information System 10 
18. Utilisina Problem Solvina Techniques 
19. Lonu Term Vision 
2.4 What are the major existing opportunities that 110 should consider within 
the coming five years in order to im1wove their current performance? P/euse L, 
he cis specific us po. s. vihle. 
I No. I Major Opportunities ] %, 
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2.5 Managing in the 21" century will require concentrating on key issues where 
your business will face challenges. Please, mention the most important ones. 
Pleave he a. v specýfic avpo. vsih1e. 
I No. I Major Key Issues I %, I 
1. 1 Providing High Quality Products and Services 90 
2. Continuous Quality Improvement Targeting TQM 62 
3. Devising Effective Marketing Strategies and Tools 57 
4. Development of Effective and Dynamic Training Programmes 43 
S. Development of New Packaging Design and Materials 33 
6. Product Development 
. 
11 
-1) 
7. Customer Satisfaction 14 
18.1 Concentrate on Specialisation 1 14 1 
9. Creating a Creative Atmosphere Conducive to Innovation 14 
10. Establishing of Appropriate Performance Management System 10 
I 11.1 Establishing of Appropriate Management Information Systems 1 10 1 
2.6 How do you rate the general performance of the (JIO)? e-I Pleasc fick one box oiO,. 
Excellent Good Average Poor Very Poor Nicall 
IVO % 4 X) 'Vo 4 Vo 
(1) (2) (3) (4) 05) 
0 9.5 57.1 333.3 0 3.24 0.02 
2.7 What is the current status of the 310 performance in Q2.6? 
PIcase lick onc box otik. 
Improving Standstill Deteriorating Mean 
yo , yo 'yo 
(1) 
- 
(2) (3) 
52.4 19% 28.0 1.76 0.89 
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2.8 What is your feeling towards the future of the JIO in general? 
Please lick one box only. 
Optimistic Neutral Pessimistic Mean Cr 
(2) (3) 
47.6 23.8 28.6 1.81 0.87 
Please, state your reason (s). 
Optimistic Reasons: 
1. JIO are moving on the right track towards building a strategy where they 
depend upon their real strengths and not on government's subsidy or market 
barriers. 
2. Jordan is facing corrective measures for economy, and these are only transient. 
Beside, there are tremendous opportunities for HO in the neighbouring 0 
markets, and will be exploited in the future. 
3. Younger more exposed management generation is taking over. 
4. Peace process will open doors 
111. Pessimistic Reasons: 
The local environment is not conducive to investment or effort. Qualified 
people will go elsewhere. 
2. Jordan seems to be entering to the new era of opening up to the international 
markets without a clear vision or plan. 
3. Open trade with Europe will result in a decrease in sales of local made 
products. 
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Section Three 
General Knowledge and Behavioural Actions 
THIS SECTION INCLUDES II QUESTIONS WRITTEN IN BOLD LETTERS. YOU 
ARE KINDLY REQUESTED TO READ THE QUESTIONS CAREFULLY AND TRY 
TO ANSWER THEM ALL. SOME OF THE CONCEPTS MIGHT HAVE DIFFERENT 
NAMES, YOUR ANSWERS SHOULD REFLECT YOUR KNOVY'LEDGE OF THE 
CONCEPTS RATHER THAN THE WORDING. IN SOME QUESTIONS, THE 
ANSWER SHOULD REFLECT YOUR NORMAL BEHAVIOR AND NOT THE BEST 
PRACTICE. BEFORE ANSWERING ANY QUESTION KfNDLY RFAD THE 
INSTRUCTIONS WHICH HAVE BEEN UW77EN IN ITALICS, 
TIME: THIS SECTION IS EXPECTED TO TAKE 15 MINUTES 
3.1 State in one sentence your generaI perception of QUALITY. Please he as 
specific as possible. 
No. Quality Derinitions % 
1. Satisfying Customer Demands and Requirements 52 
2. Serve the Purpose 14 
3. Value for Money 9.5 
4. Meeting Specifications 9.5 
5. Consistent Level of Performance 5 
6. Doing it Right Right the First Time 5 
7. Degree of Excellence 5 
3.2 How often do you attend lectures, seminars or workshops dedicated to the top 
management level? Please tick one box only. 
Every Year Every Three Years Every Five Years Other 
(2) (3) (4) 
33.3 19 0.0 47.6 
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Please, mention the topic (s) of the most recent training activity. 
No. Topics of Training % 
1. Quality 48 
2. Marketing 38 
3. Financial Management 19 
4. Management 19 
S. Industrial Management 38 
6. Information Technology 14 
3.3 How do you rate your knowledge of the following concepts? Please lick one box 
onlyfor each item. 
# Concept Excellent 
% 
(1) 
Good 
% 
(2) 
Average 
% 
(3) 
Poor 
% 
(4) 
Very 
Poor 
% 
5 
Mean CY 
1. Quality Control 38.1 52.4 9.5 0 0 1.71 0.64 
2. IS09000 47.6 33.3 19 0 0 1.71 0.781 
3. Statistical Quality Control 28.6 61.9 9.5 0 0 1.81 0.6 1 
4. Industrial Engineering 28.6 42.9 23.8 4.8 0 2.05 0.861 
5. Strategic Planning 14.3 66.7 19 0 0 2.05 0.591 
6. Total Quality Management 19 57.1 23.8 0 0 2.05 0.67 
7. Human Resources Management 9.5 66.7 14.3 9.5 0 2.24 0.77 
8. Just in Time (JIT) 9.5 66.7 9.5 9.5 4.8 2.33 0.97 
9. Bench marking 5.0 45.0 30.0 15.0 5.0 2.7 0.98 
101 SWOT Analysis 20 20 40 10 10 2.7 1.22 
11 Supply Chain Management 9.5 33.3 23.8 23.8 9.5 2.9 1.18 
12 Reengineering 15.0 10.0 45.0 25.0 5.0 2.95 1.1 
13 Quality Function Deployment 0.0 40.0 30.0 25.0 5.0 2.95 0.94 
14 Intemational Quality Awards 4.8 23.8 38.1 33.3 0 3.0 0.89 
1151 QS 9000 10.0 25.0 15.0 30.0 20.0 3.25 1.33 
1161 Virtual Organisation 5.0 15.0 35.0 25.0 20.0 3.4 - 1.14 
E-10 
7"! 
Appendix E 
3.4 What is the status of implementation of the following approaches in your 
business? Please tick one box onlyfor each item. 
# Approach Non 
(1) 
Partly 
(2) 
Yes 
(3) 
Planned 
(4) 
Discontinued 
(5) 
Mean 
1. Reengineering 66.7 14.3 9.5 9.5 0 1.62 1.02 
2. Benchmarking 35 1 35 20 10 0 2.05 1.0 
3. Quality Circles 35 30 20 10 5 2.20 1.2 
4. Self Appraisal Techniques 28.6 28.6 28.6 14.3 0 2.29 1.06 
5. Statistical Quality Control 14.3 38.1 38.1 9.5 0 2.43 0.87 
6.1 Total Quality Management 14.3 47.6 14.3 23.8 0 2.48 1.03 
7. Stipplier Evaluation 9.5 28.6 57.1 4.8 0 2.57 0.75 
8. Quality Improvement Projects 19 14.3 47.6 19 0 2.67 1.02 
9. Industrial Engineering 0 20 80 0 0 2.8 0.41 
10. Quality Control 0 14.3 85.7 0 0 2.86 0.36 
11.1 Market Research 0 28.6 57.1 14.3 0 2.86 0.65 
12.1 Strategic Planning 4.8 19 57.1 19 0 2.90 0.77 
13.1 ISO 9000 Standards 0 14.3 1 47.6 1 38.1 0 3.24 0.7 
3.5 The followings are common barriers to the implementation of performance 
improvement programmes in developed countries. Rank them according to 
their relevance to your organisation. Put I against the major expected harrier, 2 
against the next and so on to 10 against the least harrier. 
H Barrier Rank 
1. Inability to modify the Existing Evaluation and Reward System 8 
2. Inadequate Knowledge or Understanding of such Programmes 5 
3. Absence of a Planned Strategy to Drive the Required Programme 4 
4. Scarcity of Well Trained Human Resources 2 
5. Resistance of Employees to Change 1 
6. Lack of Communication 7 
7. Lack of Top Management Commitment 6 
S. Financial Barriers 3 
9. Inappropriateness of such programmes to the Jordanian Culture I 
10. Inappropriateness of these Programs to your Organisational Culture I 
E-1 I 
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3.6 How often do you apply the following ways, tools and means in order to 
analyse the performance (quality, profit, sales,... etc. ) of your competitors? 
Please tick one box onlyfor each item. 
4 Tool Always 
(1) 
Sometimes 
(2) 
Never 
3 
Mean 
1. Industrial Espionage (spying) 4.8 57.1 38.1 2.33 0.58 
2. Market Research 47.6 52.4 0 1.52 1 0.51 
3. Pubhshed Information 55 45 0 1.45 0.51 
4. Product Analysis 76.2 23.8 0 1.24 1 0.44 
Other (Please specify): No Answers 
3.7 The followings are common criteria for evaluating business performance. Rank 
them in the order of their importance to your business. Put I against the most 
important one, 2 against the next and so on to 7 against the least important. 
# Criterion Rank 
1. Value of Sales 2 
2. Quality Improvement 4 
3. Profitability 1 
4. 
_ 
Impact on Society 7 
5. Rgh Productivity 3 
6. Stock Price 8 
7. Customer Satisfaction 5 
8.1 Employee Satisfaction 6 
3.8 How often do you use the following tools of communications to introduce your 
employees to a substantial change in your organisation. You might tick more 
than one box as appropriate. 
Action Always Sometimes 
(2) 
Never Mean 
Videotaped Presentations 0 10.5 89.5 2.89 0.32 
2. Company News Letter 0 21.1 78.9 2.79 0.42 
3. Large Briefing Sessions 15 80 5.0 1.90 0.45 
4. Bulletin Board 30 60 10 1.80 0.62 
5. Small Group Meetings 66.7 28.6 4.8 1.38 0.59 
6. Written Memos 66.7 33.3 0 1.33 1 0.481 
Other (Please specify): No Answers 
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3.9 Resistance to change is very common in situations where major change in the 
organisation is introduced. How do you normally act to overcome such 
resistance? You might tick more than one box as appropriate. 
# Action Tick 
1. Encouraging Resisting People to Participate at Early Stages 66.7 
2. Providing Incentives to Resisting People to accept the New Status 38.1 
3. Removal of Resisting People to another Area that is not Affected by 
the Expected Change 
- 
38.1 
- - 
ý4- f 
Removal of Resisting People from the whole Organisation (Firing) 8ý 23 
Others (Please specify) 
1. Expose the Benefit out of the Change and its Impact on the Employee's Future. 
3.10 Which action do you normally take to prepare your employees and motivate 
them for a major change in your organisation. You might tick more than one hox 
as appropriate. 
# Action Tick 
I. Employees Participation in the Preparation Stage 81.0 
2. Employees Education and Training to Accept the Expected Change 76.2 
13. Establishing a Sense of Urgency for the Required Change 71.4 
14.1 Surface Dissatisfaction with the Current Status (lobbying) 33.3 
3.11 The following items are considered major criteria that influence employee 
satisfaction. Rank them according to their degree of importance to the JIO 
Top Management (TM), Middle Management (MM) and Employees (EM). Put 
I against the most important, 2 against the next and so on to 12 against the least 
important. 
# Item TM mm EM 
1. Interesting Work 9 13 8 
2. Feeling of Achievement 1 8 13 
3. Good Relationship with Management 6 3 5 
4. Job Secufity 11 4 2 
5. More Responsibility 8 7 9 
6. Recognition 4 5 4 
7. High Salary 10 2 1 
S. Working in Groups 13 12 6 
9. Opportunities for Improvement 5 1 3 
10. Clear Job Descfiption 12 10 11 
11. Participation in Decision Making 2 11 12 
12. Authofity 3 6 7 
13. Autonomy 7 9 10 
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Section Four 
Future Outlook 
THIS SECTION INCLUDES II QUESTIONS WRITTEN IN BOLD LETTERS. YOU 
ARE KINDLY REQUESTED TO READ THE QUESTIONS CAREFULLY AND TRY 
TO ANSWER THEM ALL. THE CONCEPTS MENTIOED IN TMS SECTION ARE 
ESTABLISHED CONCEPTS IN MOST DEVELOPED COUNTRIES, YOUR 
ANSWER SHOULD REFLECT THEIR APPLICABILITY WITHIN THE CULTURE 
OF DEVELOPING COUNTRIES. BEFORE AMýWERING ANY QUESTION KINDLY 
RE, 4D Y71E INSYR UCYTONS WHICH HA VE BEEN RWTIEN IN ITA LICS. 
TIME: THIS SECTION IS EXPECTED TO TAKE 15 MINUTES 
4.1 Change is now a permanent feature of the business environment world-wide. 
This requires that management's strategic decision should be dynamic and 
should allow for the speedy implementation of favoured strategies. To what 
extent do you agree that the Jordanian business environment will soon be 
exposed to the same conditions. Please tick one box only. 
Strongly Agree Agree Neutral Disagree Strongly Mean 
% % % % Disagree 
(1) (2) (3) (4) % 
(5) 
23.8 71.4 0 4.8 1 01 1.86 1 0.65 
4.2 Organisations are better described in terms of Processes rather than 
Functional Departments. Process is defined as "a collection of activities that 
takes one or more kinds of input and creates an output that is of value to tile 
customer, " and normally cuts through functional departments. How much do 
you agree that process oriented organisations are far more effective than tile 
traditional functional organisations? Please lick one box only. 
Strongly Agree Agree Neutral Disagree Strongly Disagree Mean CF 
(2) (3) (4) (5) 
42.9 19.0 38.1 0 0 1.95 0.92 
4.3 The followings are recommended elements that should be considered prior to 
embarking upon initiatives requiring major restructuring. Kindly state 
whether you Strongly AgreejSA I Agree LAI, Neutral f ND, Disagree (D) or 
Strongly DisagreeL! jDJ with each element. Please lick one box onlyfor each 
item. 
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# Dement SA 
(1) 
A 
(2) 
N 
(3) 
D 
(4) 
SD 
(5) 
Mean cr 
1. Building an effective Leadership System 61.9 23.8 14.3 0.0 0.0 1.52 0.75 
2. Managing Human Resources Dimension 42.9 52.4 1 4.8 0.0 0.0 1.62 0.59 
3. Developing a Transition Action Plan 35.0 65.0 0.0 0,0 1 0.0 1 1.65 0.49 
14.1 Creating a Consensus Vision 42.9 38.1 14.3 4.8 1 0.0 1.181 087 u '" 
L5. 
-I -Modifying 
Organisational Structure (Chart) 19.0 47.6 28.6 4.8 1 0.0 1 2.19 : 0ý8 
J1 
Others (Please specify): No Answers 
4.4 State whether the following improvement approaches could be LAJApplied, 
(AM Applied with Modifications, (N) Neutral or (NA) Not Applied in the JIO. 
You might tick one hox only for each concept. Ifyou answer NA or AM:, kindly 
state your reason in the Remarks hox. 
# Approach A 
(1) 
AM 
(2) 
N 
(3) 
NA 
(4) 
Mean Remarks 
L Quality Control 90.5 4.8 4.8 0.0 1.14 0.48 Unreliable Suppliers 
2. Industrial Engineering 81.0 114.3 4.8 0.0 1.24 0.54 
3. Statistical Quality Control 85.7 0.0 9.5 4.8 1.33 0.86 
4. IS09000 
- 
85.7 0.0 4.8 9.5 1.38 0.97 Unreliable Suppliers 
5. Strategic Planning 71.4 14.3 4.8 9.5 1.52 0.98 Small Number of Employees 
Frequent Changes in Demand 
6. Total Quality Management 57.1 
I 
23.8 9.5 
I 
9.5 1.71 1.01 Lack of Proper Culture 
Needs Time and Prep ion 
7. Bench marking 50.0 5.0 45.01 0.0 1.95 1.00 Lack of Information 
8. Reengineering 52.4 0.0 38.11 9.5 2.05 1.16 
9. International Quality Awards 30.0 10.0. 50.01 10.0 2.40 1.05 Very High Level of Standards 
4.5 How much do you agree that the following concepts are crucial to the future 
success of the JIO. Kindly state whether you Strongly Agree (SA), Agree fAj, 
Neutral LNI, Disagree fM or Strongly Disagree D with each element. Please -CS-) tick one box onlyfor each item. 
# Concept SA 
(1) 
A 
(2) 
N 
(3) 
D 
(4) 
SD 
(5) 
Mean 
1. Customer Satisfaction 81.0 14.3 4.8 0.0 _ 0.0 1.24 0.54 
2. Total Quality Management 61.9 1 28.6 4.8 4.8 0.0 1.52 0.811 
3. Proper Leadership System 42.9-1 47.6 9.5 0.0 0.0 1.67 0.66 fl 
4. Performance Measurements 52.4 1 33.3 9.5 4.8 0.0 1.67 0.8 
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5. Dynami Strategic Planning 35.0 60.0 0.0 5.0 0.0 1.75 0.72 
6. Performance-Based Reward 40.0 40.0 20.0 0.0 0.0 1.80 0.77 
7. IS09000 33.3 57.1 4.8 4.8 0.0 1.81 0.75 
8. Benchmarking 30.0 40.0 30.0 0.0 0.0 2.00 0.79 
9. Employee Empowennent 19.0 61.9 14.3 4.8 1 0.0 2.05 0.741 
10. Supporting Corporate Culture 15.0 65.0 20.0 0.0 0.0 2.05 0.60 
11. Radical Improvement 23.8 42.9 28.6 4.8 0.0 2.14 0.85 
12. Cross Functional Teams 25.0 35.0 40.0 0.0 0.0 2.15 0.81 
4.6 Business Process Reengineering (BrR), one of the latest established 
approaches in management, is defined as "the fundamental rethinking and 
radical redesign of business processes to achieve dramatic improvements in 
critical measures of performance, such as cost, quality, service and speed". To 
what extent is BPR capable of resolving JIO inherent problems? Please lick one 
box only. 
High Neutral Low Mean cr 
(1) (2) (3) 
52.4 42.9 4.8 1.52 0.6 
4.7 The followings are potential problems contributing to the failure of many BPR 
projects in developed countries. To what extent would these problems affect 
the implementation of BPR in JIO? Please tick one box only. 
# Problem High Neutral 
(2) 
Low 
(3) 
Mean 
1. Lack of Strategic Direction 80.0 20.0 0.0 1.20 0.41 
2. Focusing on Short Term Improvement Projects 70.0 30.0 0.0 1.30 0.47 
3. Failure to Address the Human Dimension 55.0 1 40.0 5.0 1.50 0.61 
4. Focusing on Profitability as the Main Objective 60.0 
_30.0 
10.0 1.50 0.69 
5. The Use of Information Technology as Essential 
Element 
35.0 60.0 
1 
5.0 1.70 0.57 
6. Its High Cost Relative to other Improvement Projects 35.0 55.0 50.0 1.75 0.64 4 
7. Reducing Heavily the labour force 5.3 63.2 31.6 2.26 0.5! 6d 
4.8 The European Quality Award is a prize received by applicants who 
demonstrate that their approach to Total Quality Management has 
contributed significantly to satisfying the expectations of customers, employees 
and society. It comprises the following nine elements that correspond to the 
criteria which are used to assess a company's progress towards excellence. You 
are requested to value these criteria by designating a percentage for each one. 
Please make sure that the sum of the percentages acUs to 100. 
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# Criteria 4 vo "N I 
I. Leadership 9.8 15 
2. People Management 8.2 1 () 
3. Pollcv and Strategy (Mission, Vision, Values) 9.6 10 
4. Resources (Financial, 
- 
Iriformation, Material, Technology) 9.0 1 10 
5. Processes 9.2 10 
6. Employ es Satisfaction 9.4 10 
7. Customer Satisfaction 2 3.0 20 
8. Impact on Society (Environment, Global Resources, Quality of Life) 8.9 5 
9. Business Results (Financial and Non-Financial) 124 10 
ILLOO-IL-ji 
4.9 International Quality Awards provide an approach to self-appraisal and allow 
companies to systematically review and measure their operations in order to 
clearlv discern their strenaths and areas for improvement (e. g. Vee criteria in 
question 4-8). Would you be ready to utilise such a tool if it is made available to 
you? Pleu. se tick wie hox only. 
Yes Neutral No IVI ea 
IVo IV, 'vo 
(1) (2) (3) 
85.7 14. '1 0.0 1.14 
4.10 Is there a need to develop an easy-to-use guide that . 110 can use to assess their 
current performance and serve as a step-by-step agenda for achieving 
improvement? Pleave tick one hox onýv. 
Strongly Agree Agree Neutral Disagree Strongly NI ca 11 
I Y(I %40 Disagree 
(2) (3) (4) 
47.6 1 52.4 1 0.0 1 0.0 1 0.0 1.52 1 0 51 
4.11 If such a guide is made available to your Organisation, 'would your 
management consider trying it? 111ceiye tick onc box oiiýv. 
Yes Neutral No meall 
(VO IVo IVo 
(1) (2) (3) 
95.2 4.8 0.0 ruý () -) ) 
If your answer is other than yes, please state your reason: 
1. This depends on its ease of use. 
2. How Functional would it be? 
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